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Abstract 
The UK house-building industry is increasingly criticised for the quality of its 
products. Its business drivers are less focused on the needs of customers 
compared with much of the manufacturing sector. Recent surveys have revealed 
considerable dissatisfaction among buyers of newly built homes, particularly 
with the finished product and after-sales service quality. However,, this cannot be 
viewed in isolation from the general business culture that prevails. In light of 
increasing calls for industry-wide changes, this research uses Westbury Homes 
as a typical example to examine existing practices in the industry that act as 
barriers to a change in culture. In determining a way forward, a review of extant 
change management models including Total Quality Management, Business 
Process Re-engineering, Balanced Scorecard a nd Hoshin Kanri provides new 
insight into the relative strengths of each and the role they can play in the 
formation of a holistic approach to successful customer-focused culture change. 
A four stage Strategy Deployment Maturity Journey for culture change is 
proffered that guides the deployment of policy through the introduction of i) a 
balanced set of headline performance measures, ii) operational performance 
indicators as drivers for change, iii) a participative programme for change, and 
iv) mechanisms for development, feedback and review of strategy. Early results 
indicate that implementation will lead to successful deployment of long-term 
objectives; specifically, a customer-focused culture that views service and 
product quality as contributing to future sales and profitability, instead of simply 
in terms of costs. 
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1 Introduction 
The speculative house-building industry has been compared by some 
commentators with the automotive industry of thirty years ago (Ball, 1996, b; 
Miles 1996); characterised by poor quality products and after sales service and a 
lack of innovation (Ball, 1996, b). However, in direct contrast with the 
automotive industry of more recent years, the speculative house-building 
industry has broadly failed to attain the organisational or management 
developments that have led to improvements in quality and performance in the 
former (Miles, 1996). The industry faces difficulties on a number of fronts; a 
shortage of skilled trades; a focus on land procurement and management 
processes; increasing customer expectations and a historically unpredictable 
long-term economic environment summarised in figure 1: 
Figure 1: Overview of Issues Facing the Speculative House-Building Industry 
1 
The cyclical nature of the wider economy has major implications for the 
speculative house-building industry and the market it serves. The past few 
decades have seen a period of frequent boom-and-bust cycles that have adversely 
affected the UK housing market. The duration and depth of the most recent 
slump, in the early 1990s, has been closely 'associated with a marked shift in 
people's attitudes towards home-ownership (Forrest and Murie 1994). Some 
commentators have predicted a long-term shift in the way prospective customers 
view their purchases (Cooke, 1996), suggesting that future purchase decisions 
would be based on criteria other than the investment value of the house (Glass, 
1994). Throughout this period the improvements associated with other 
manufactured goods and service industries have brought about a rapid increase in 
customer expectations of product and service quality standards (Cooke, 1996). A 
study conducted on behalf of The Halifax revealed that less than 40% of UK new 
homebuyers would be willing to refer their builder to a friend (Smit, 1999, p16). 
Such is the reputation of the industry as a whole that a majority of new 
homeowners expect to find defects in their new home with 29% of customers 
experiencing more than they had expected (NHBC, 1997) and 45% of new-built 
homeowners expressing dissatisfaction with the after-sales service provided by 
their builders. 
The causes of poor quality are deep rooted and are closely linked with a focus on 
the land acquisition and management process (Craig, 2001, d). The cyclical 
nature of land prices makes the management of these core assets critical. The 
timing 'of land purchase and its release for development and sale has a major 
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impact upon profitability. This has resulted in an industry that relies heavily upon 
the dynamics of land (and house) price inflation for profit (Barlow, 1993). 
Consolidation in the industry has meant that the top 25 builders now represent 
58% of all housing starts (Patullo, 2001). Competition is restricted to a few 
builders in any locality. In addition, there is an absence of international 
competition, which has been the essential force for changes within the 
manufacturing industry over the last 25-30 years. Increasingly, a lack of skilled 
and directly employed site staff is becoming a major concern for house-builders, 
with a majority experiencing difficulty securing skilled trades across the UK 
(DTI, 2001). The use of contract labour, which is common to the industry, 
correlates strongly with the occurrence of defects (Clarke and Wall, 1996), the 
shortage compounds this. 
Clearly there is a need for widespread improvement throughout the sector in 
terms of the overall approach to customer focus and quality and in the levels of 
value added by the sector. This has been recognised by the Government as well 
as a number of leading academic research institutions and, more latterly, by 
industry groups. Throughout the. 1990s, successive Governments have begun to 
address the issues of poor quality faced by the wider -construction 
industry, 
sponsoring two key industry reports; "Constructing the Team" (Latham, 1994), 
which called for 30% reductions in real costs between 1994 and 2000 and 
"Rethinking Construction" (Egan, 1998), which highlighted the need for 
committed leadership, a focus on the customer, integrated processes and teams, a 
quality driven agenda and a commitment to people. However, although the need 
3 
to improve has been clearly stated, there is little evidence to demonstrate any 
wholesale improvements. 
1.1 Westbury Homes 
Founded in 1964, Westbury Homes was a family owned business building 
homes, aimed primarily at the first time buyer, in the southwest of England. In 
1985 the business was sold to a management buyout team who, in 1986, 
completed the launch of Westbury plc on the London Stock Exchange. Following 
this, the business has grown rapidly; in 2000 producing' 4355 new homes, which 
meet the needs of a wide range of customers, with a turnover of circa £500M. 
Westbury has achieved this growth whilst managing increasingly geographically 
dispersed construction sites and sales centres. This requires well-developed local 
knowledge of land and planning peculiarities as well as the sub-contract 
workforce. These factors, amongst others, have led to the formation of strong, 
regional cultures (Craig, 1997, a; Craig and Roy, 2001). This has presented 
increasing difficulties in the development of corporate values and deployment of 
strategy. 
Traditionally, success has been measured in terms of the land acquisition 
process, production volume and sales, but not quality and service. Failures in 
product quality are regarded as inevitable and after-sales service is seen in terms 
of cost control. Although Westbury has a well-developed sales process, it had 
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failed to recognise the importance of ongoing customer satisfaction once a sale 
had been agreed (Craig, 1997, a). There was no detailed knowledge of the level 
and nature of product defects or customer satisfaction; consequently it has failed 
to learn from quality failures. 
In 1995 the Executive Board of Westbury Plc signalled its intention to move 
towards a more customer-focused culture with the launch of a corporate mission 
statement. This declared the Company's intent to ".. become the number one 
choice of homebuyers by focusing the experiences of its highly trained staff on 
anticipating and satisfying customer needs with top quality homes and 
exceptional levels of service. " 
Furthermore it was recognised that, without fundamental changes to the core 
building technology, there will be little opportunity for improvements in 
supporting processes. A number of initiatives were initiated to make a step 
change improvement to site based processes. This led Westbury to develop and 
launch an innovative, pre-manufactured house-building concept known as 
space". As a consequence Westbury Homes is. gaining increasing 
recognition as an innovative house-builder and has started to address the 
challenges faced by the industry. This innovative approach is in its infancy, 
however it is already acting as a catalyst for change in the supporting business 
processes. 
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The key challenge for Westbury is to change the organisational culture in line 
with its long-term aspirations. In light of this the research undertakes to examine 
the influences of cultural formation within Westbury and identify the key success 
factors common to a range of the more widely established frameworks for 
customer-focused culture change. The findings of this research will guide the 
development of new frameworks for successful customer-focused culture 
change. 
1.2 Research Objectives and Methodology 
The following objectives define the scope of research presented in this Executive 
Summary. 
1. Through literature review, examine the applicability of current change 
management models and provide new insight into how key characteristics of 
each can contribute towards the successful management of culture change. 
2. Through an examination of organisational strategy and business processes, 
propose appropriate performance measures that will promote greater shared, 
vision and focus the whole business on Priorities For Improvement (PFI) in 
mission critical areas of core business process performance. 
3. Examine the role that. employee participation plays in the successful 
deployment of change objectives and thereby propose frameworks for the 
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introduction of directed employee participation in the deployment and 
development of business plans and targets. 
4. Develop a Strategy Deployment Maturity Journey that will guide the 
organisation towards a customer-focused culture change. 
The overall research approach is shown in figure 2. The relevant portfolio 
submissions are referenced (in parenthesis) to the discussion overleaf 
(1) Analysis of 
Environmental Challenges 
Affecting the Speculative 
(3) Literahne Review 
of Change 
Management Models 
(4) Outline review of 
Employee Participation 
Literature 
01 
(2) Analysis of the Drivers 
of Culture Formation at 
Westbury Homes 
(4) Outline development of 
a Model for Customer 
Focused Culture Change 
(4) Detailed development 
of the model 
1 
(4,5,7,8) 
Implementation of the 
Model 
(6,7) Review of 
Customer Satisfaction and 
Service Quality 
Measurement Literature 
7 
Figure 2: Summary of Research Methodology 
1.3 The Engineering Doctorate Portfolio 
This Executive Summary has been written on the basis of the research described 
throughout in submissions to the Engineering Doctorate Portfolio. These papers 
present a diverse range df research conducted under the core theme of developing 
a model for customer-focused culture change. The following synopsis provides 
an overview of the contribution each submission makes to the research. The 
reader would benefit from reading the portfolio in the following sequence: 
1. A Review of Environmental Factors Affecting the Speculative House 
Building Industry examines the key historical, economic and competitive 
factors that have shaped the industry. The implications of a focus on land 
processes, poor quality products, a lack of innovation, and increasingly 
dissatisfied customers are discussed. The paper explores the need for change, 
describing Government and industry body initiatives to encourage change 
and the seemingly poor response from the sector. These issues provide 
context for this research and are briefly discussed in the introduction to the 
Executive Summary (chapter 1). 
2. Customer Satisfaction: A Model for the Volume House Building 
, 
Industry. This paper plays a formative role in this research, discussing 
findings from a period of business analysis conducted, by the author, within 
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Westbury Homes. The key factors influencing the formation of the prevailing 
business culture are described; in particular, the impact of existing 
organisational policies, performance measures and procedures upon customer 
satisfaction, product quality, employee morale and financial performance. 
These findings are presented in the form of a `downward spiral of customer 
dissatisfaction'. In response, a number of recommendations are made to 
achieve a more customer-focused culture - the adoption of a range of 
customer-centric performance measures, the introduction of continuous 
improvement processes, and a range of organisational and policy changes. 
These form the basis for wide-ranging changes throughout Westbury, 
including the definition and adoption of corporate values. This paper provides 
an important developmental backdrop to the research presented in this 
Executive Summary. 
3. A Literature Review of Change Management Models: Following early 
research that has focused on understanding the nature of the Speculative 
House Building Industry and, more particularly, Westbury Homes,. this 
literature review presents an analysis of four common approaches to the 
management of customer-focused change; Total Quality Management 
(TQM), Business Process Reengineering (BPR), Balanced Scorecard and 
Hoshin Kanri. The review applies Mendelowitz's (1991) criteria for a 
successful TQM initiative to discuss the relative strengths and weaknesses of 
each approach. The review concludes that, whilst TQM, BPR and Balanced 
Scorecard satisfy many of the criteria, Hoshin Kanri appears to satisfy each in 
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full. It is posited that BPR should be viewed as a part of the TQM `toolkit`, 
which forms an overarching `umbrella' for sustained improvements, whilst 
Hoshin Kanri and Balanced Scorecard, in particular, possess particular 
strengths for promoting successful change through organisational alignment 
and focused employee participation. These two factors are seen to be key 
criteria for successful culture change initiatives. This research is summarised 
in chapter 2, which provides greater clarity to the original findings. 
4. A Strategy Deployment Maturity Model for Customer-focused Culture 
Change proffers an approach to the management of customer-focused culture 
change centred upon the development of . an organisation's ability to 
effectively deploy strategy. This research, based upon the findings from the 
literature review, presents a four stage Strategy Deployment Maturity 
Journey that seeks to develop organisational alignment through cascaded 
deployment of performance measures, which link long-term objectives to 
core business process performance, at strategic (Stage 1) and operational 
levels (Stage 2). The research proposes a staged widening and deepening of 
employee participation to, firstly, effect change in these same core business 
processes through a Process Improvement Workshop framework (Stage 3) 
and then to engage in the development of business plans and targets (Stage 
4). This proposition forms the centrepiece of this Executive Summary and is 
described in chapters 2.5 and 2.6. Chapters 3,4,5 and 6 describe the 
development and, where applicable, the implementation and the resultant 
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benefits of each of the four stages of the Strategy Deployment Maturity 
Journey. 
S. "The QUAT Handbook" is a guide to the effective management of Quality 
Action Teams developed by the author and a small team of Westbury 
employees. The handbook presents guide the effective management of 
problem solving teams. This provides the reader with an understanding of the 
early approach to implementation of employee participation in improvement 
activities. 
6. A Critical Review of Customer Satisfaction Measurement: Implications 
for the Volume House Building Industry presents findings of research 
undertaken following earlier recommendations to adopt customer-focused 
measures of performance. The paper presents the findings of a critical review 
of Customer Satisfaction Measurement and Service Quality literature. The 
paper concludes that no evidence of the application of extant models to the 
industry is to be found in the literature. However, the research posits that a 
model based upon measurement of Customer perceptions is most appropriate 
for, an industry with infrequent purchase experiences such as found with- 
house building. An outline model, detailing three zones of service and 
approaches to satisfaction measurement, is presented for consideration. This 
research is used extensively in chapter 4.1 which describes the development 
of a Customer Satisfaction Index as part of the Strategy Deployment 
Maturity Journey. 
11 
7. Developing a Customer-Service Culture in the Speculative House 
Building Industry: This paper presents an overview of research to date and 
summarises work on the development of an operational Customer 
Satisfaction Index as well as a summary description of the Process 
Improvement Workshop framework. Development of this framework is 
described in chapter 5. 
8. A Personal Profile describes the contribution that this research has made 
towards academic, professional and personal development of the author and 
how each of the Engineering Doctorate competencies has been satisfied. 
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2A Model for Customer Focused Culture Change 
According to ex-Jaguar chairman John Egan, the purpose of a business ' is 
"making money from satisfied customers" (Brown, 1993). Efficiently satisfying 
customers is increasingly seen as an important means of 'differentiation and 
attracting a premium price for a company's products (Hall et al, 1992; Mitchell, 
1993). Customer satisfaction has been defined as "the state in which customers' 
needs, wants and expectations throughout the product's or service's life are. met 
or exceeded resulting in repurchase, brand loyalty, and willingness to 
recommend" (TARP, 1995). 
Research has shown that mere satisfaction is often not. enough to ensure customer 
loyalty. Only 13.3% of very satisfied and 23.4% of completely satisfied 
customers will definitely repurchase (TARP, 1982). According to the results of a 
report conducted for The Coca-Cola Company (TARP, 1982), the implications of 
a failure to satisfy customers have an impact that extends beyond the existing 
customer base. Dissatisfied customers inform a median of 9-10 people of their 
negative experience. The numbers of potential customers who are informed of 
this dissatisfaction by negative Word Of Mouth (WOM) advertising can 
seriously impact upon the long-term survival of a business. Therefore a 
customer-focused strategy is imperative; improving the quality of products and 
customer service must be central to such a strategy. 
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The past few decades has seen the emergence of a number of approaches to the 
management of customer-focused culture change that purport to provide a 
solution to this challenge. Total Quality Management (TQM) (Deming, 1986; 
Crosby, 1979; Oakland, 1989; Atkinson, 1990) has been the most quoted since 
the early 1980s. More recently a number of altemative/supporting frameworks 
have begun to come to the fore: Business Process Re-engineering (Hammer and 
Champy, 1990), The Balanced Scorecard (Kaplan and Norton, 1996a, b) and 
Hoshin Kanri (Akao, 1991; Kondo, 1998). The following review summarises the 
relative strengths and weaknesses of each and identifies the key factors that drive 
success in order to propose a holistic approach to customer-focused culture 
change. 
2.1 Total Quality Management 
It is now widely accepted that quality is the responsibility of all employees in an 
organisation and that only a holistic, organisation-wide, approach to 
improvement will result in a long lasting culture of continuous improvement. 
TQM is the embodiment of this philosophy, defined as:. "an approach to 
improving the effectiveness and flexibility of the business as a whole. It is 
essentially a way of organising the whole organisation; every department, every 
activity, every single person at every level" (Oakland, 1989, p. 14). TQM 
introduces a strategic approach to producing the best quality possible through 
constant, incremental innovation (Atkinson, 1990), providing an umbrella for a 
wide-ranging collection of management techniques designed to bring about 
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improvements to the processes of the organisation. The TQM philosophy 
encompasses six core principles (Jacques, 1996): 
1) Focus on the outside customer 
2) Understanding and managing systems 
3) Understanding and managing data 
4) Understanding people 
5) Mastering improvement 
6) Direction and focus. 
A wide range of frameworks for these principles has gained prominence over the 
past two decades (Craig, 2001, a). A, common theme is the importance of re- 
aligning the business and its processes to the needs of customers (internal and 
external) by engaging employees in process definition; monitoring, control and 
improvement activities throughout. the organisation. Employee participation in 
process improvement is at the heart of the TQM philosophy and plays an 
important role in motivation (Kappelmann and Prybutok, . 
1995). The more 
widespread the involvement of employees, the greater the outcomes of the TQM 
programme (Morhmann et al, 1996). 
Even though the TQM philosophy has gained widespread acceptance, it is not 
without its critics, in particular, for suffering from a lack of integration with a 
sound business strategy (Goodman et al., -1994; Cowley & Domb, 1997; Labovitz 
and Rosansky, 1997) and for not being wide-ranging, radical or quick enough to 
15 
cope with increasing competitive pressures (Childe et al., ' 1994; Hammer, 1990). 
Importantly, it is the degree of organisational maturity with respect to the 
management of change is an important factor determining success or failure with 
respect to the relative speed and success of change. 
2.2 Business Process Re-engineering 
Business Process Re-engineering (BPR) is a radical approach to business process 
improvement, which has steadily gained prominence following the growing 
criticism levelled at TQM (Hammer, 1990). A business process is defined as "a 
set of linked activities that take an input and transform it to create an output, 
(Johansson et al., 1993) and falls into four categories (Earl and Khan, 1994): 
1. Management; through which resources are planned, managed and controlled 
2. Core; essential for the functioning of the firm and directly affect the external 
customer 
3. Support; internal, back-office of the core 
4. Network; beyond the boundaries of the firm, involving suppliers & 
customers 
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Core business processes are of critical importance since they are the 
distinguishing characteristic that can lead to competitive advantage (Johansson et 
al., 1993) and are the primary focus of BPR activities. 
BPR offers the prospect of improvement by helping, organisations achieve 
specific strategic objectives through discontinuous change to core processes 
(Johansson et al, 1993) and is seen to provide the means through which long- 
term business plans and their deployment are linked (Edwards and Peppard, 
1994). The essence of re-engineering is embodied in the following principles 
(Hammer, 1990): 
1) Organise around outcomes not tasks 
2) Have those who use the output of the process perform the process 
3) Subsume information processing work into the real work that produces 
information 
4) Treat geographically dispersed resources as though they were centralised 
5) Link parallel activities instead of integrating their results 
6) Put the decision point where the work is performed and build control into 
the process 
7) Capture information once and at the source. 
However BPR has been criticised for a failure to acknowledge its impact on the 
human element of business processes (Biazzo, 1998). Consequently, over the 
past decade, the underlying principles of BPR have been developed further to 
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emphasise passage from functional units to process teams, from tasks to multi- 
dimensional work and to emphasise the need for an empowered workforce 
(Biazzo, 1998). The degree of change ranges from radical, discontinuous 
complete destruction of the old processes and management structures followed 
by rebuilding, to the more conservative - more akin to the continuous 
improvement, Kaizen scale, activities of TQM. 
It has been suggested that BPR cannot succeed without . the continuous 
improvement approach associated with TQM (Al-Mashari and Zairi, 2000) and 
that the degree of change is the key difference between the two approaches. 
However the difference is more fundamental; BPR is more a collection of 
techniques rather than a particular philosophy and the proponents of BPR do not 
claim to promote any particular values other than by influencing values as part of 
the overall change process (Johansson et al., 1993). However, it has introduced 
tools and techniques that have proved to be effective in stimulating creative 
thinking that has sometimes been lacking in TQM implementations. 
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2.3 The Balanced Scorecard 
The Balanced Scorecard is an approach to strategy development and deployment 
that has been developed over the past decade from an original conception that 
had much in common with "Tableau de Bord" (Epstein and Manzoni, 1997), a 
performance measurement `dashboard' system employed by French businesses 
for over fifty years. These tools recognise the particularly powerful effect that a 
balanced suite. of appropriate performance measures and targets have on an 
organisation, exerting a strong influence upon the manner in which it operates. 
The Balanced Scorecard introduces a suite of strategic performance indicators as 
the first stage in achieving organisational alignment (Labovitz and Rosanski, 
1997), drawing linkages between long-term goals and core processes whilst 
highlighting Priorities For Improvement (PFI). 
A United States Federal Government benchmarking study report, investigating 
best practices in business performance measurement, identified eight key 
attributes essential to the development, deployment and operation of an effective 
system of business performance measurement (Gore, 1997): 
1. Clear, consistent and visible leadership involvement 
2. A clear and cohesive framework that supports objectives of the 
organisation and is understood by all levels 
3. Effective internal and external. communication and participation in 
development and deployment 
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4. Accountability for results must be clearly assigned and well understood 
5. Must provide intelligence for decision makers, not just compile data 
6. Compensation, rewards and recognition should be linked to performance 
measurements 
7. Should be positive not punitive 
8. Progress should be openly shared. 
The Balanced Scorecard incorporates these principles to develop a management 
tool that drives strategic alignment and stimulates breakthrough improvements in 
business processes (Kaplan and Norton, 1993) through four key business- 
perspectives: 
1. Customers 
2. Internal business 
3. Innovation and Learning 
4. Financial 
For each of these perspectives a limited number of objectives and indicators are 
selected (Kaplan and Norton, 1993). Decomposition of these measures and 
objectives at operational level then highlights causal relationships throughout 
business processes. This provides a linkage from the performance of key internal 
processes and competencies to those activities that affect overall corporate 
objectives (Kaplan and Norton, 1992). The effect of this is to focus the whole 
organisation on those processes that are critical to the organisation. 
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The Balanced Scorecard enables individuals to see the causal links between the 
performance of processes and, eventually, that of the whole organisation (Kaplan 
and Norton, 1996b). This is an important step towards strategic alignment. In the 
case of Balanced Scorecard this is achieved through an organisation-wide 
double-loop learning cycle (figure 3). 
I 
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I 
Figure 3: The Balanced Scorecard Approach to Strategic Alignment (Kaplan and Norton, 
1996b) 
The Balanced Scorecard concept has been developed to such a degree that its 
advocates purport that it has become an effective tool for articulating and 
describing strategy at every level of the organisation. Consequently, this enables 
senior management to focus improvement activities in line with strategic 
objectives. 
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2.4 Hoshin Kanri 
Hoshin Kanril is a "systems approach to the management of change in critical 
business processes" (Greg Watson, editor: Akao, 1991). It has been described as 
one of the cornerstones of TQM (Akao, 1991; , ASI, 1992) that engages 
employees throughout the development and deployment phases of the business 
planning cycle (from strategic through operational levels) in order to achieve a 
common purpose throughout the organisation. A key aspect of Hoshin Kanri is a 
specific focus on breakthrough issues: those deemed to be the most critical to the 
success of longer-term business objectives. These breakthrough issues are treated 
separately to, but alongside, maintenance of normal business operations. 
Hoshin Kanri has been compared with Management By Objectives (MBO). 
However, there are a number of fundamental differences (Oakland, 1989; * Akao, 
1991; ASI, 1992; Lee and Dale, 1998); 1) Hoshin Kanri is a system for 
organisation-wide continuous improvement; 2) it is inclusive in nature, actively 
engaging employees in the development and deployment of targets; 3) there is a 
far greater focus on the process for achieving the target rather than achieving the 
target regardless of method. 
Like the BPR approach to process change, a key premise of Hoshin Kanri is that 
those tasked with executing a plan should be involved in its development (Akao, 
1991). Goal setting and deployment are driven through a participative, top down, 
1 Hoshin; a compass, a course, a policy, a plan, an aim. Kann; management control, care for. 
Hoshin Kanri; Management control of the company's focus (Lee and Dale, 1998) 
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bottom up process known as Catchball (Cowley and Domb, 1997; Labovitz and 
Rosansky 1997; Witcher, 1997; Kondo, 1998; Lee and Dale, 1998; Akao, 1991). 
Each tier of the organisation is required to undertake a four-stage target 
deployment cycle; Catch-Reflect-Improve-Pass (CRIP) (Craig, 2001, a), in 
which employees develop their own targets based on mandatory management 
objectives (Kondo, 1998) derived from breakthrough objectives. These provide 
guidelines for the development of formal plans, which are defined as Targets + 
Means (Akao, 1991). 
Many organisations have followed the TQM route to achieve improvements over 
a long period and have since successfully used Höshin Kanri to consolidate these 
successes and achieve even greater improvements (Craig, 2001, a). An important 
caveat to the success of Hoshin Kanri is the need for stronger leadership qualities 
in a participative environment than might normally be associated within a 
bureaucratic environment (Akao, 1991; Burbidge, 1993). Importantly, Hoshin 
Kanri provides structure and instils a degree of rigour that is often missing from 
more traditional . approaches 
to business management, whilst ensuring full 
engagement of employees. 
At the heart of Hoshin Kanri is the Plan-Do-Study-Act (PDSA) cycle (Deming, 
1986). This cycle is the cornerstone of rapid learning, providing a rigorous 
framework for continuous improvement, which brings rigour to participation in 
change activities, essential to effective deployment (Lee & Dale, 1988). This 
fosters double-loop learning, in which underlying values and assumptions can be 
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questioned. The PDSA cycle operates at both strategic planning and operational 
implementation levels (Craig, 2001, a) and is comprised of four elements: 
Plan: Understand the problem, examine data to establish cause, determine solution. 
Do: Conduct small-scale trial to assess validity of proposed solution. 
Study: Monitor the trial and collect evidence of performance. 
Act: Assess performance and either adopt, amend, or abandon and restart. 
Hoshin Kanri provides the business with long-term, staged and cascaded process 
improvement targets, which form the basis for strategic control (Akao 1991). 
The universal use of mutually agreed targets and measures enables employees to 
evaluate process performance and take appropriate, timely, corrective action. 
This is integral to the rigours of both PDSA and associated planning mechanisms 
inherent to the Hoshin Kanri approach to planning and deployment. 
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2.5 Discussion and Findings 
In order to assess the relative applicability of the four frameworks it is useful to 
compare some of the key features of a Total Quality initiative highlighted by 
Mendelowitz (table 1) with the characteristics of each approach. 
Important Features Main Priority 
Customer Satisfaction Understand customer needs and develop effective processes 
Top Management 
Leadership 
Establish quality as a value in the company's management 
philosophy, 
Quality Concepts Integrated throughout all activities of the company 
Corporate Culture Involve all employees in contributing to quality improvements 
Employee Involvement Strengthen commitment through training and teamwork at all levels 
Systematic Approach Gather, evaluate and act on facts 
Supplier Involvement Make them partners in the quality management process 
Table 1: Important Features of Total Quality Initiative (Mendelowitz, 1991) 
Customer Satisfaction and Supplier Involvement: Without exception the 
models discussed have been presented with increased customer focus as the main 
goal. Likewise each advocates integrating -suppliers with the management 
process. 
Quality Concepts and Corporate Culture: BPR cannot be interpreted as 
a management philosophy (Biazzo, 1998). It does not claim to impact directly 
upon the values that contribute to organisational culture but it does provide a 
clearly defined set of principles that are based on process management and time 
compression. However, the act of re-engineering can have an indirect effect by 
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forcing an organisation to begin thinking about the need to modify values 
(Johansson et al., 1993). TQM and Hoshin Kanri-have the explicit goal of 
deliberately effecting changes in corporate culture, achieved through the 
introduction of double-loop learning and systems thinking. TQM has a vital role 
to play in any improvement programme, providing a backbone for a management 
style founded in quality concepts. Hoshin Kanri and the Balanced Scorecard 
promote strategic alignment and clarity for the whole organisation. BPR 
promotes the adoption of process principles and creative thinking and can be 
'viewed a mechanism for change that can become integral to the TQM toolkit. 
Top Management Leadership: TQM and Hoshin Kanri provide the focus 
that is required in a more empowered, participative environment. This requires 
strong leadership and control mechanisms (Burbidge, 1993). It is claimed that up 
to 80% of TQM initiatives fail due to unsatisfactory leadership (Atkinson, 1990). 
To achieve success in the increasingly dynamic business environment the role of 
managers must change from one of supervision to that of training and facilitation 
(Biazzio, 1998). BPR can help establish a new environment and force a new 
management style (Attaran and Wood, 1999). 
Employee Involvement: The degree of employee participation is a key 
indicator of organisational culture, which encourages the empowerment of 
employee groups through power, information, knowledge and skills, and rewards 
(Cummins and Worley, 1993). The degree of employee participation also 
impacts upon productivity through improved communication, co-ordination, 
employee motivation and individual capabilities. Conversely, a failure to involve 
employees in decision-making processes results in low morale and a lack of buy- 
in (Dotun and Kehuo, 1998). It is also important that employees gain an 
understanding of the relevant business processes, their outcomes and the impact 
of their performance upon company targets (Akao, 1991; Marquardt and 
Reynolds 1994). Furthermore employees should be involved in determining 
objectives and planning'for corrective action (Akao, 1991). Both Hoshin Kanri 
and the Balanced Scorecard 'offer frameworks for the development and 
deployment of strategies. However, Hoshin Kanri, in particular, extends this 
process to engage employees more deeply in developing and deploying strategy. 
This enables the organisation to' move from one that is driven top down to 
achieve targets and standards, to one that is focused on achieving innovations 
through employee participation in improvement activities directed specifically at 
those processes that will achieve long-term goals. 
Systematic Approach: Management decisions and improvement 
activities should be informed by careful analysis of data (Mendelowitz, 1991) 
However a truly systematic approach requires a leap in thinking (Joiner, 1994); 
from fixing the output, through fixing [discrete] processes to fixing the [whole] 
system of which the processes are part. The development of this `systems 
thinking' approach is dependent upon new levels of employee empowerment and 
learning. BPR provides a wide range of tools that develop process thinking, 
whilst TQM and Hoshin Kanri provide both the environment and, through the 
PDSA cycle, the tools to facilitate double-loop learning at both individual and 
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organisation-wide levels. The Balanced Scorecard has an important role to play, 
providing feedback and learning (figure 3) at the strategic planning level. 
Each of the four approaches can be considered in terms of the associated mode of 
change. Debate " centres on the use of continuous or discontinuous change 
techniques and the use of employee participation to deploy change. Each has 
merits that warrant application under appropriate circumstances. TQM is seen by 
some as a prerequisite for successful BPR (Johansson et al, 1993) - to fill the 
need for ongoing improvement following a re-engineering exercise (Kaplan and 
Norton, 1996b; Al-Mashari and Zairi, 1993). Balanced Scorecard and Hoshin 
Kanri operate at both the strategic and operational levels, linking strategy to 
action, providing a route map for change. BPR is founded in the development of 
`time compression' techniques. 
Mendelowitz's criteria have provided a useful framework by which the relative 
strengths and weaknesses of each approach can be evaluated. However the 
discussion has failed to explicitly focus on organisational alignment. Promoting 
and maintaining focus on the issues that promote achievement of strategic 
objectives is considered to be the greatest challenge facing an organisation 
(Cowley & Domb, 1997; Labovitz and Rosansky, 1997). Failures in this respect 
are typified by a strategy that is owned by the top but ignored by everyone else, 
good employees who fail on key goals and a lack of commitment and 
momentum. In such an environment TQM can fail (Cowley & Domb, 1997), 
resulting in more activity than improvement (Labovitz and Rosansky, 1997). 
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Empirical evidence in the literature (Kaplan and Norton, 1996b; Epstein and 
Manzoni, 1997; Witcher and Butterworth, 1997) suggests that both Balanced 
Scorecard and Hoshin Kanri can counter this problem and have successfully 
supported the deployment of organisational objectives. It is also claimed that 
BPR can address the problem of process realignment, but used-in isolation, it 
fails to address ongoing organisational learning, providing no mechanism 
through which the organisation is able to deploy and adapt strategy on an 
ongoing basis. 
Table 2 shows summarises the relative strengths and weaknesses highlighted in 
this discussion. This suggests that Hoshin Kanri satisfies each of the criteria laid 
down by Mendelowitz. 
' IIIIIIIIIIII : 
BPR TQM Balanced Hoshin 
feffflvQ M Scorecard Kanri 
Understand customer needs and develop effective Y Y Y Y 
processes 
Gather, evaluate and act on facts Y Y Y Y 
Make suppliers partners in the quality management Y Y Y Y 
process 
Strengthen commitment through training and Y Y N Y 
teamwork at all levels 
Establish quality as a value in the company's N Y Y Y 
management philosophy 
Employee understanding of business goals and Y N Y Y 
purpose and of how each contributes to realisation 
Integrate quality concepts throughout all activities N Y N Y 
of the company 
Involve all employees in contributing to quality N Y N Y 
improvements 
Abili to deliver rapid, radical improvement 
r% 
Y N N Y 
Table 2: Comparing key attributes of change management techniques 
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However the review has revealed that whilst implementation of Hoshin Kanri is 
desirable, this -approach is highly demanding and requires a high degree of 
organisational maturity with respect to Mendelowitz's criteria before successful 
implementation would be possible. There are -undoubtedly a number of 
differences and shortfalls in the other approaches, but a combined approach 
should overcome these and offer a route forward. 
J 
Two key themes have emerged from this discussion: 
1. Organisation-wide focus on long-term goals is an important success factor in 
successfully deploying strategy. It will be difficult to achieve any significant 
step towards a customer-focused culture change unless appropriate 
mechanisms are introduced that can help develop this important competence. 
2. A positive relationship exists between: 
" The use of strategic and process performance measures to communicate and 
achieve long-term objectives, 
" The degree of employee participation in determining goals and effecting 
change and 
" The effectiveness of strategy deployment approach. 
The discussion suggests that TQM should be considered an overall framework, 
providing the values and philosophy for a sustained approach to continuous 
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improvement. BPR should be considered an important part of the TQM toolkit, 
providing the organisation with the tools necessary to effect targeted process 
improvements. However, and most importantly, both Balanced Scorecard and 
Hoshin Kanri offer the participative mechanisms for the development and 
deployment of business plans and targets that can help produce an environment 
that is highly conducive to the successful deployment of customer-focused 
strategies. 
The Strategy Deployment Effectiveness Matrix (figure 4) shows the correlation 
described above and highlights the impact that this is seen to have on the 
effectiveness of the organisation in deploying strategy: 
HIGH oshin; Kann: ýý:: 
(Töp=aown/iottöni= . 
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review) 
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Figure 4: Strategy deployment effectiveness: the impact of employee 
participation 
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Commencing with a simplistic, high-level approach to performance 
measurement, as described in the Tableau De Bord, employee ownership of long- 
term goals and understanding of the core processes critical to success will start to 
develop. Next, the organisation begins to cascade the use of performance 
measures, which are linked to strategy, throughout the organisation. This deepens 
the understanding of the link between core process performance. and the 
attainment of long-term goals, thereby improving organisational alignment. 
Priorities for improvement are highlighted throughout the organisation, and given 
appropriate tools and guidance, employees are able to effect improvements. 
Finally, through Hoshin Kanri, employees are fully engaged in closed loop cycle 
deploying and developing strategy. 
Developing a strategy deployment capability can be considered a journey based 
upon the degree to which the organisation is willing or able to create a sense of 
shared vision and to fully realise the potential of its employees. The `maturity' of 
the organisation in this respect can be considered in four stages: 
1. Development of a Headline Scorecard communicating long-term 
objectives: communicate strategic priorities and begin process thinking 
2. Development of Operational Performance Indicators (OPI) that 
communicate medium/short-term strategic intentions: deepen 
organisation-wide focus on the performance of core processes 
3. Change through employee participation: direct and empower employees to 
effect changes to improve core processes 
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4. Feedback to development and deployment of strategy: extend employee 
participation to the development and deployment of strategy. 
Figure 5 shows the relationship between Tableau de Bord, Balanced Scorecard 
and Hoshin Kanri, demonstrating how 'the eight key attributes for successful 
deployment of a performance measurement system (see 2.3) are met as the 
organisation progresses along the four stages of the Strategy Deployment 
Maturity Journey. 
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Stage of organisational STAGE 1 STAGE 2 STAGE 3 STAGE 4 
maturity in Strategy Change Feedback to Deployment Headline Operational Though Development Capability Scorecard Performance Employee and Key Attributes Indicators 
Participation Deployment of 
Strate 
1. Clear, consistent and 
visible leadership Y Y Y Y 
involvement 
2. Rewards and recognition Y linked to performance 
3. Progress should be Y 
openly shared 
4. Provide intelligence for' 
decision makers 
5. Framework that fully 
supports organisational Y"' Y 
objectives 
6. Should be positive not Y 
punitive 
7. Participation in 
development and Y 'Y 
deployment of objectives 
8. Clearly 
assigned/understood 
accountability 
Strategy Deployment Tableau Balanced 
Hoshin Kanri Mechanism de Bord Scorecard 
Figure 5: Correlation of deployment mechanisms, stage of organisational 
maturity in strategy deployment and key attributes for successful 
performance measurement 
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2.6 Conclusion 
This review has presented a four stage Strategy Deployment Maturity Journey. 
Implementation will foster the conditions conducive to successful deployment of 
a customer-focused culture change, which will bring the following benefits: 
1. Increased organisational alignment developed through greater understanding 
of the cause-and-effect relationship between core process performance and 
long-term goal attainment. 
2. Focused improvements to the critical elements of core business processes. 
3. Increasingly effective, empowered employees. _ 
4. Realistic goal setting, and strategy development and deployment. 
Each of the four stages of the Strategy Deployment Maturity Journey will be 
developed further throughout the following sections of this Executive Summary. 
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3 Stage 1: Development of a Headline Scorecard 
The primary measures and reward structures of the organisation are important 
cultural symbols (Lele and Sheth, 1988) and developing headline performance 
measures that communicate long-term goals is an important first step in steering 
the organisation towards a customer-focused culture. Such metrics must clarify 
and translate the company mission (Kaplan and Norton, 1996b). 
The objective of stage 1 in the Strategy Deployment Maturity Journey is to 
introduce a suite of Headline Scorecard performance metrics that will: 
1. Communicate strategic objectives and priorities 
2. Promote organisation-wide focus on these priorities and on the improvement 
of core business processes critical to their successful attainment 
3. Clearly indicate ongoing performance 
3.1 Methodology and Recommendations 
The Westbury Homes Mission Statement provides a platform from which to 
determine the most appropriate metrics to form a Headline Scorecard. The stated 
organisational goal is to become the "Number One Choice" (for all stakeholders). 
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This Mission Statement has been the centrepiece for communicating long-term 
strategic intent to all stakeholders since its introduction in 1995. However, since 
its introduction, no attempt had been made to link performance measures to these 
objectives; a conflict has existed in terms of an over reliance on financial and 
volume based measures of performance. 
To be effective, headline metrics must be selected that can be readily 
decomposed to an operational level, providing a direct link from the performance 
of key processes to those activities designed to achieve medium to long-term 
objectives. This cause and effect relationship will provide all employees with a 
better understanding of the role they play in achieving medium to long-term 
objectives, a vital factor in improving performance (Akao, 1991). Importantly, 
such metrics will enable employees and managers to assess effectively where 
strengths and weaknesses lie in the organisation and highlight Priorities For 
Improvement (PFI). This is a fundamental building block for change towards a 
customer-focused culture. 
A series of structured discussions with Executive Board members were used to 
identify strategies and long-term objectives associated with the deployment of 
the mission. In each case this discussion was used to highlight which core 
business processes were most closely linked with realisation of those goals and 
led to a request for research to identify which metrics best communicate these 
priorities. These discussions focused on the mission. and revealed summary 
statements of long-term objectives, each associated with the, four business 
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perspectives suggested for use in the Balanced Scorecard (Kaplan and Norton, 
1996b): 
" Financial Achieve best operating margins in sector 
" Customer Deliver exceptional levels of service 
" Process Produce top quality homes 
" Learning and growth 'Develop highly trained staff 
3.1.1 The Financial Perspective 
Profitability: In chapter 2 the goal of any business was defined as profitable 
customer satisfaction. Financial measures of performance will always play an 
important role in determining the overall effectiveness of the organisation in 
meeting this goal. In determining the financial health of the organisation three 
aspects of performance are useful - increasing revenues and' productivity, 
reducing cost and enhancing asset utilisation (Kaplan and Norton, 1996b). 
Typically the measures that reflect these aspects of financial performance are the 
same for any business and have been in existence for many decades. However, it 
is important to determine which representation of the data is the most appropriate 
for the needs of the business. Profit Before Tax (PBT), as a single measure of 
performance, provides little useful information about the long-term potential of 
the business. It is more usefully expressed in terms of the resources used to 
generate it. Return on average capital employed (ROACE) provides a headline 
view of the effectiveness of the business at providing a satisfactory return with 
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respect to the levels of investment within the business. ROACE can also. be 
considered to be a function of customer satisfaction, through repeat and 
expanded sales (Kaplan & Norton, 1996b). 
Land Supply: A speculative house builder is entirely dependent upon a 
sufficient supply of land with detailed planning consent in order to survive (see 
chapter 1). A measure of the ability of the organisation to achieve this goal 
should be introduced in order to drive performance in this area. The `percentage 
of budgeted sales for which land is available with full planning permission in the 
forthcoming 12 months is an important indicator of future earnings potential. 
Smoothing the Flow of Production and Sales: The market demand for new 
homes is not particularly subject to seasonal fluctuation (with the exception of a. 
. dip 
in the weeks surrounding Christmas period). The Westbury Board sets build 
and sales budgets on a quarterly basis; volumes for each period are broadly 
equal. Regional businesses are expected to achieve approximately one third of 
quarterly targets in each month. However, the organisation consistently fails to 
achieve this even distribution of production and sales. The organisation has 
created a self-induced pattern of production and sales volumes that dramatically 
dip and peak at the beginning and end of each three-month financial reporting 
period and more markedly so at half and full year (Craig, 1997, a). This results in 
rushed production at period ends, which has a critical impact on quality of finish, 
customer satisfaction and cash flow, restricting the funds available to purchase 
land for future build and maintain ongoing operations. An even flow of 
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production and sales is therefore of great importance to the business. A month- 
by-month measure of adherence to budget in these areas is an important predictor 
of cash flow in the organisation. This will focus management on areas of 
weakness and promote action identify root cause solutions to this problem. 
The metrics selected by the Executive Board of Westbury plc for the Financial 
Perspective are summarised below. Performance criteria are applied in each case 
according to reflect prevailing conditions or current focus. 
Profitability: Return on Average Capital Employed (ROACE) 
(target 20% - 30%) 
Land Supply: The percentage of the following 12 months budgeted sales 
with consented land available 
Smooth flow of The number of months in which 1112`x` or more of annual 
Production and Sales: budgeted sales are achieved. (target 4-8 months) 
3.1.2 Customer Perspective 
Profitable customer satisfaction is the key determinant of long-term survivability 
of a business and is the ultimate indicator of the quality of the total product offer. 
Measuring customer satisfaction is one of the primary means for focusing the 
organisation on the customer (Crosby, 1991) and must be included in the 
headline measures, of performance of any. business. However, measurement of 
customer satisfaction is complex and much debate exists in the literature about 
the most appropriate approaches to measurement for any given service 
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environment (see Craig, 1997, b). An understanding of the science underlying 
customer satisfaction measurement is important in determining the most 
appropriate method to adopt for a speculative house builder. Customer 
expectations will assist in the formulation of performance metrics within internal 
business processes (Kaplan & Norton, 1996b). A single figure Customer 
Satisfaction Index should be introduced. This will be informed by a range of 
Operational Performance Indicators to provide detailed priorities for 
improvement (PFI) in customer facing processes (see chapter 4) 
3.13 Internal Business Perspective 
The ability of an organisation to conduct its activities both efficiently and 
effectively is a key indicator of long-term, future survivability. Organisations 
have -traditionally relied heavily upon financial measures such as ROACE to 
demonstrate efficiency. In later years more diverse measures such as cost, 
quality, throughput and time have been used. However, to drive improvements in 
the effectiveness of the organisation, factors that constitute the Internal Business 
Perspective must be specifically informed by customer expectations (Kaplan & 
Norton, 1996b). An understanding of the needs of customers should be used to 
shape the formulation of measures that will drive change through critical internal 
business processes and lead to the introduction of completely new processes. By 
implication, the Internal Business Perspective should be addressed following 
construction of the Customer Perspective. 
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In customer satisfaction research conducted by Westbury (Craig and Roy, 2001), 
responsiveness in dealing with defects was found to be a highly significant factor 
in customer satisfaction. Although the same research revealed that the number of 
defects experienced had a weak correlation with overall customer satisfaction, 
the cause and effect relationship between defects and the need for remedial 
service activities cannot be underestimated. If defects are prevented, after-sales 
responsiveness will. no longer be an issue. In becoming the `number one choice', 
defect prevention must become a primary objective. A single figure Quality 
Index should be introduced. This will be informed by a range of Operational 
Performance Indicators to provide detailed PFI throughout site and site support 
processes (see chapter 4). 
3.1.4 Learning and Growth 
The contribution of employees to the long-term success of an organisation is well 
recognised (Duboff & Heaton, 1999). Employers' attitudes have changed from 
one of resource exploitation to that of nurturing an asset (Eskildsen & Nussler, 
2000). The Headline Scorecard metrics must take into consideration the ability of 
the organisation to retain and develop a stable, empowered workforce. A 
negative relationship exists between employee satisfaction and employee 
turnover (Rust & Stewart, 1996). Furthermore there is a correlation between 
employee satisfaction and profitability (Rust & Stewart, 1996; Heskett et al., 
1994). This suggests that employee retention is, an important headline indicator. 
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However it is recommended that research be conducted into the development of a 
more detailed Employee Satisfaction metric that points to specific PFI. 
3.2 Conclusion 
The proposed headline measures are summarised in table 3. This highlights the 
linkage between the Mission, long-term strategic objectives and headline 
performance measures. 
Mission Perspective Objective Headline Indicator(s) 
Achieve best ROACE 
operating % of following 12 months budgeted FINANCIAL 
margins in sales with consented land available 
sector Number of months in which 1/12 of 
budgeted sales are achieved 
Number Exceptional 
One CUSTOMER levels of Customer Satisfaction Index 
Choice service 
INTERNAL Produce top 
BUSINESS quality Quality Index homes 
LEARNING 
AND 
trained staff 
Employee Turnover 
GROWTH 
Table 3: Linking Headline Scorecard elements to Mission and strategy 
This balanced suite of headline performance measures reflects long-term 
strategic intent and is an essential first step on the Strategy Deployment Maturity 
Journey. These metrics are designed to communicate where the organisation is 
trying to get to in the longer term. All of these metrics have been adopted by the 
Executive Board of Westbury plc and are known collectively as `the Number 
43 
One Choice'. Together they play a central role in the measurement of regional 
and Group performance. 
The introduction of the Headline Scorecard metrics is used to communicate 
strategic priorities and, by clearly demonstrating performance for each business 
unit, stimulate improvements in each area. This satisfies the criteria for stage 1 of 
the Strategy Deployment Maturity Journey. 
It is now important to develop second tier metrics that demonstrate cause and 
effect relationships between core processes and Headline Scorecard performance.. 
This is an important element of successful deployment of strategic objectives 
(Kaplan and Norton, 1996b). This research focuses on the development of 
metrics for the Customer and Internal Business perspectives. 
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4 Stage 2: Operational Performance Indicators 
The suite of Headline Performance Indicators developed in stage 1 provides 
focus for the whole business, highlighting those areas of performance that are 
critical to the success of the business. In stage 2 of the Strategy Deployment 
Maturity Journey, three objectives must be addressed: 
I 
1. Identify the relationships that exist between the performance of core 
processes (for the Customer and Internal Business Perspectives) and long- 
term goal attainment. Specifically, to develop a greater understanding of the 
determinants of customer satisfaction and product quality in the speculative 
house-building sector. 
2. Develop models for customer satisfaction and product quality measurement 
in the speculative house-building industry, and in each case: 
a. Identify Operational Performance Indicators that will highlight 
priorities for improvement (PFI) in core processes (Stage 2) 
b. Use Operational Performance Indicators to inform a single figure, 
summary measure of performance to be used in the Headline 
Scorecard (Stage 1) 
3. Through implementation of Operational Performance Indicators, deepen 
process thinking and organisational alignment. 
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4.1 The Customer Perspective 
The Customer Perspective must be informed by a detailed analysis of the 
determinants of customer satisfaction across the range of service encounters 
experienced throughout customers' relationships with the organisation. To be of 
real value such an assessment must identify priority areas for improvement 
, throughout the business" (Hill, 1996). 
4.1.1 Measurement of Customer Satisfaction 
Measurement can be of satisfaction with individual transactions (Customer 
Satisfaction) or an assessment that considers attitude built up from a service 
interaction history (Service Quality). A service encounter can be categorised as 
one of three types and measurement should identify satisfaction at each of these 
(Djupvik and Eilertsen, 1993): transaction, satisfaction with discrete encounters; 
semi-global, overall satisfaction with a service domain; global, perceived 
corporate image, usually, based on measures of behavioural intent (such as 
`willingness to repurchase'). 
A number of measurement models exist; some explicitly consider the `gap' 
between a customer's expectation and perception of performance, while most 
measure perception only. SERVQUAL (Parasuraman et al., 1988,1991,1993) is 
the most widely used and debated `gap' model (see Craig, 1997, b) and has been 
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adopted for use in a broad range of service settings. The model includes five 
dimensions of service: 
" Tangibles: Physical facilities, equipment, appearance of personnel 
" Reliability: Performing the promised service dependably and accurately 
" Responsiveness: Willingness to help customers and provide prompt service 
" Assurance: Knowledge and courtesy of employees and their ability to 
inspire trust and confidence 
" Empathy: Caring, individualised attention the firm provides its 
customers 
A `gap' or difference score is calculated comparing responses to two similar 
questionnaires; one that focuses on customer expectations of service, the other on 
their perceptions of the service they actually received. 
Independent measurement of expectation, however, is difficult (Oliver 1981, 
Grönross 1993, Kristensen et al. 1999). A `gap' model assumes that the customer 
has a degree of knowledge of the market to have formed a measurable 
expectation of service (Keirl and Mitchell 1990). It is suggested that consumer 
perceptions, not calculations, govern behaviour, and inferential measures provide 
incomplete forms of the summary judgment consumers might use in quality 
decisions (Cronin and Taylor, 1994). Empirical evidence shows the superiority of 
performance-based measures in predicting consumer satisfaction and behaviour 
(Churchill and Suprenant 1982, Tse and Wilton 1988, Cronin and Taylor 1992, 
Babakus and Boller 1992, Babakus and Manigold 1992, Boulding et al. 1993, 
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Brown et al. 1993, Kristensen et al. 1999) and it is more efficient since subjects 
are required to respond to only half as many items. SERVPERF (Cronin and 
Taylor, 1992) uses only the perception items of SERVQUAL; relying on an 
implicit assumption' that perception is conditioned by expectation (either 
idealised or based on prior experience). The empirical evidence highlighting the 
superiority of performance based measurements, together with problems 
associated with the formation and measurement of customer expectations 
indicate that a perception-only approach to Customer Satisfaction Measurement 
(CSM) is most appropriate with a product that is typified by infrequent purchase, 
such as a new home (Craig, 1997, b). 
4.1.2 Development of a Model for Customer Satisfaction Measurement 
For a CSM model to be useful it must identify priorities for improvement (PFI) 
that can be linked directly to operational processes within an organisation. An 
evaluation of processes associated with key customer interfaces with the business 
(referred to within Westbury'Homes as the `Customer Journey') revealed two 
`zones' of service (Craig, 1997, b). The first zone includes all transactions that 
occur from the customer's first encounter with the house builder, up to the point 
of occupation of the new home. The second zone includes all interactions that 
take place following occupation of the home. These two zones bring customers 
into contact with three key elements of the business: Sales, Site and After-Sales. 
Within these two zones the customer is likely to assess the performance of the 
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business at three levels, which correlate with the previously described 
transactions categories: 
Service Encounter Category Approach to Measurement 
Discrete Satisfaction with key transactions 
Semi-global Cumulative experience with a service zone 
Global Overall assessment of the business as a whole 
A tool is required that can direct the business to address particular failings in its 
service to customers along the Customer Journey and identify PFI within 
operational processes. The SERVPERF dimensions (Craig, 1997, b) offer a 
platform from which to build such a model. There are of course elements of this 
model that are not appropriate and equally omissions where SERVPERF does 
not cater for specific attributes throughout the Customer Journey. 
A small team, headed by the author was brought together to identify the 
requirements for such a tool. Initial research was conducted in three key areas; i) 
review and analysis of the (aforementioned) science and practice of customer 
satisfaction measurement (Craig, 1997, b); ii) analysis of customer facing 
business processes; and iii) brainstorming sessions with Sales Negotiators and 
After-Sales staff in order to make outline assessments of features considered 
important by customers and verify the SERVPERF dimensions. This research 
resulted in outline questionnaires being formulated. Table 4 through table 6 
illustrate a small sample of the initial questions that were devised. Table 4 shows 
an example of a transactional assessment of satisfaction with a discrete service 
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encounter. Table 5 shows an example of evaluation based on SERVPERF 
dimensions and a summary measure of satisfaction with a service zone. A global 
measure of corporate image (table 6) is obtained from an evaluation of 
willingness to repurchase from the company and recommend it to others. 
1. Shortly before moving in, did you or your partner attend a home demonstration? 
" Yes 
" No 
" Don't know 
2. How useful was this? 
" Very useful 
" Quite useful 
" Not very useful 
" Not at all useful 
" Don't know 
3. Have you ever phoned Customer Relations Staff with a query or problem? 
" Yes 
" No 
" Don't know 
4. How responsive were they? 
" Very responsive 
" Quite responsive 
" Not very responsive 
" Not at all responsive 
" Don't know 
Table 4: Example of transactional assessment of discrete service encounter 
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1. How do you rate the Customer Relations department on these aspects of service? 
" Responsiveness to your individual needs 
" Setting of appointments 
" Resolving problems 
2. How satisfied are you with the following aspects of the manner in which work carried 
out by/through the Customer Relations department was conducted? 
" Keeping appointments 
" Politeness of staff 
" Quality of workmanship 
" Respect shown for your property 
3. How satisfied are you that problems have been dealt with in a reasonable time? 
" Very satisfied 
" Quite satisfied 
" Not very satisfied 
" Not at all satisfied 
" Don't know 
4. How satisfied are you with the service received since moving in to your home? 
" Very satisfied 
" Quite satisfied 
" Not very satisfied 
" Not at all satisfied 
" Don't know 
Table 5: Example of semi-global assessment of satisfaction 
1. If you were looking to move again at some point in the future, how likely 
would you be to consider Westbury as your number one choice of vendor? 
" Very likely 
" Quite likely 
" Not very likely 
" Not at all likely 
" Don't know 
2. If any of your friends, relatives or colleagues were looking to move, how 
likely would you be to recommend a home from Westbury? 
" Very likely- 
" Quite likely 
" Not very likely 
" Not at all likely 
" Don't know 
Table 6: Example of global assessment of satisfaction 
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4.13 Implementation and Findings 
Recommendations were successfully submitted to the Executive Board of 
Westbury to appoint a third party to conduct customer research to fully develop 
the proposed monitor. A commitment was made to invest circa £80K per annum 
in this project (Appendix A). A well-known market-research company was 
commissioned to conduct a series of focus-group studies to test the proposed 
dimensions with participants from a cross-section of homeowners who had 
recently purchased new homes. These sessions revealed three distinct zones of 
service: Enquiry to reservation (zone 1), Post-reservation to move-in day (zone 
2) and post-occupancy (zone 3), with satisfaction dropping progressively from 
zone 1 to zone 3. The proposed model and questions were revised based on these 
findings. Figure 6 shows the completed model, which has incorporated lessons 
from the literature, business process analysis and customer feedback. 
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Zone Of Service 
Pre-occupation Post-occupation 
Zone of 
Zone 1 Zone 2 (Reservation Zone 3 
service 
(Up to to move in) 
(After move in) 
reservation) 
Process Sales, After Sales, Approach to Sales After-Sales, Site Measurement Encounte Site 
Discrete 
t 
Plot, 
l ti 
Demonstration 
& welcome 
Courtesy 
C ll Transactional ers encoun se ec on event a 
Service Overall Overall service 
Overall Semi-Global domain service service 
Overall Customer Journey - Global experience 
Figure 6: Key Features in the Measurement of Customer Satisfaction with Service 
Encounters 
The model incorporates three service encounter categories in each of the three 
zones of service, each being measured using transactional, semi-global or global 
techniques as appropriate. 
The data gained from the pilot study enabled the market research agency -to 
conduct analysis to identify importance weightings. Pearson's correlation 
coefficients are used in a preliminary analysis to find the significant factors that 
determine satisfaction with a service domain. They are calculated between the 
summary measure of satisfaction with a service zone (Q4 in table 5). and 
responses to the individual items that are measured within it (for example, Q1-3 
in table 5). 
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Regression analyses are next carried out between the summary measure of 
satisfaction with each service 'zone and factors that. have any significant 
correlation with it. In practice, ridge regression is used due to problems with 
multicollinearity of variables (Wonnacott and Wonnacott 1981). The regression 
coefficients measure the relative importance of the factors in determining 
satisfaction with the service zone. Important factors that individually receive low 
(average) scores are highlighted for particular attention - the more important a 
factor and lower the satisfaction with it, the greater the need for action. The 
average scores for the factors are weighted by their importance values and added 
up to provide a satisfaction index for the zone; it is based on an analysis of a 
variety of responses and, hence, is more reliable than that derived from replies to 
any single question. 
To assess the relative' importance of each service domain, a further ridge 
regression analysis is carried out between a global measure of corporate image, 
using responses to a question on intent to repurchase (question 1 in table 6) and 
the summary measures of satisfaction with the individual zones. A similar 
approach as before is used to derive a weighted-index of overall satisfaction. 
The breakdown of the derived Customer Satisfaction Index (CSI) values shown 
in table 7 highlights priorities for improvement (PFI) based upon derived 
importance weightings. 
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Overall CSI Score 6 
A B AxB 
Importance CSI 
Zone 1: Overall CSI Before you reserved your new home 20% 78.1 15. 
Zone 2: Overall CSI After reserving but before moving in 25% 68.5 17.1 
Zone 3: Overall CSI After moving in 55% 56.9 31. 
Zone 1: Before reservation 
Willingness to provide information 26% 78.3 20.4 
Knowledge about new homes 25% 74.6 18. 
Knowledge about the local area 10% 64.4 6.4 
Politeness of staff 28% 83.3 23. 
Appearance of staff 11% 85.2 9. 
Zone 2: After reserving & on moving In 
Sales office staff 22% 70.2 15. 
Customer relations staff 16% 60.4 9. 
Site Manager 17% 62.7 10. 
Home clean & tidy 21% 73 15. 
Garden satisfactory condition 12% 56.7 6. 
Smooth handover 12% 88.3 10. 
Zone 3: After moving In 
Customer relations staff 17% 51.8 8. 
Site manager 12% 59.2 7.1 
Making & keeping appointments 14%- 58.3 8. 
Politeness & respect of maintenance workmen 8% 74.1 5. 
Overall responsiveness 18% 55.1 9. 
Problems dealt with in enough time 13% 44.4 " 
5. 
Written communication 5% 60.8 3. 
Maintenance workmanship 13% 63.0 8.2 
Table 7: Sample Customer Satisfaction Index (showing typical scores) 
The number of product defects has a weak correlation with satisfaction and is not 
included in the index. This suggests that customers expect to find defects in their 
new home; how responsive the after-sales service team is and its effectiveness in 
resolving complaints seem to be more important. However, care is needed in the 
dissemination of such information. In order not to lead employees to believe that 
defects are acceptable, a decision was taken not to make specific reference to this 
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particular fording within the Company. The need to identify and remove the root 
cause of quality failures is always emphasised. Zone 3, after-sales service, has by 
far the greatest bearing upon customer satisfaction. Actual performance across 
these three zones reveals that, whilst the importance of service performance 
increases in each of the three zones, results consistently show that customers 
become increasingly dissatisfied in each case. 
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4.2 Benefits of the Customer Satisfaction Index 
The CSI provides the organisation with a wealth of data that highlights priorities 
for improvement in customer facing processes. Figure 7 shows two key areas of 
focus for the management team in one regional business - overall responsiveness 
and time to rectify customer complaints. 
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Figure 7: Improvements in Customer Satisfaction with after-sales responsiveness 
The time taken to resolve customer complaints was a serious concern. A team 
investigated the causes of this failure. The causes were multifaceted but can be 
described simplistically as a function of two variables: i) the number of customer 
complaints received at any one point; and ii) the availability of tradesmen to 
make repairs at a time that suits customers. The number of complaints is related 
directly to production volume and finished product quality failures. A decision 
was taken to attribute the cost of defect rectification to one of three departmental 
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budgets (dependent upon root cause) and has helped improve problem ownership 
and reduce defects. In addition a `7-day' check was introduced, prior to customer 
handover, in which any small defects are to be resolved. Only when customers 
have signed a letter of satisfaction is the build team able to hand over 
responsibility to a Customer Relations team. The resulting improvement in 
customer satisfaction with the speed of resolution can clearly be seen, increasing 
to a high point of 56.0°, an increase of 20.3 points. This is also reflected in the 
overall responsiveness rating, which increased from 52.1 to 61.7 over the same 
30-month period. 
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43 The Internal Business Perspective 
The research findings from the development of the Customer Satisfaction Index 
have provided a clear indication of customer expectations and the importance 
that the business must attribute in each case. However it is most important for the 
organisation to address the root cause of these problems, which must ultimately 
lie with an understanding and eradication of the causes of quality failures. The 
11 
second research objective for stage 2 of the Strategy Deployment Maturity 
Journey is to develop Operational Performance Indicators that highlight PFI in 
the processes most closely related to the construction and related support 
processes. 
4.3.1 Methodology 
To facilitate a rapid understanding of the important causal links between the 
performance of construction support processes and the on-time construction of 
high quality finished homes, the author facilitated four scenario-based 
brainstorming sessions. These sessions were attended by mixed groups of 
employees representing a cross-section of functions/departments, in two 
Westbury regional offices. The sessions were run consecutively and each was 
presented with the following scenario: 
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"We have just completed the sale of the last home on our best site - Production 
was on time and the customers in each home sold on the site were delighted with 
the quality of the home and of the service they received throughout the sale. 
There has been no requirement for remedial works. The homes were all built 
right first time and on time - how did we achieve this? " 
Discussion was steered -in a time sequence, starting with land acquisition, 
through all intermediary stages of what was described as the site support process, 
to after-sales service. `Systems Thinking' (Senge, 1997) techniques were applied 
to identify key factors influencing quality failures. The results of this discussion 
were used to construct a map showing the primary cycles of influence and the 
cause-and-effect relationships that exist in the system (Craig, 2001, b). 
Delays throughout the system (Planning approval, Design & Support services, 
Construction and After Sales Service) are seen to play a major role in the ability 
of the business to adhere to schedules and targets. Consequently this impacts 
upon the capability of site processes and, therefore, the quality of the product. 
This analysis highlights key process attributes for each stage of the Site Support 
Process (figure 8). 
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Process Stage 
PLANNING APPROVAL 
10, 
SITE SUPPORT SERVICES 
CONSTRUCTION 
SALES & AFTER SALES SERVICE 
Key Process Attribute 
9 Timely planning approval 
" Timely availability of a complete 
portfolio of information to site: 
contracts, orders, plans, and Sales/ 
Marketing literature. 
" Adherence to production schedule 
" Ability to produce defect-free 
homes (product quality) 
" Performance of contractor/supplier 
0 Service responsiveness 
Figure 8: Key process attributes for Site Support Process 
The key attributes associated with each process stage were translated into 
Operational Performance Indicators (OPI) that will highlight performance 
throughout the site support and construction processes. 
43.2 Recommendations 
As a result of this research, the author presented a series of papers to the 
Executive Board, successfully outlining recommendations for the adoption of 
Metrics for each key attribute (Craig 1997, a; Craig, 2001, b): 
1. Timely planning approval is considered to be of such importance that an 
Operational Performance Indicator (OPI), which reflects performance in this 
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area, was introduced into the Headline Scorecard (see `Percentage of the next 
12 months budgeted sales with detailed planning consent'; chapter 3). 
2. A mechanism to assess the overall Site Support Process performance has 
been developed, as a result of parallel research, in the form of a Pre- 
Development Planning System (PDPS; appendix D). This presents a series of 
milestones and ideälised timescales for the completion of key tasks in 
preparation for a successful start-up of a new site; from successful land 
purchase through preparation of detailed technical specifications, preparation 
of and awarding contracts, to on-time construction start-up and completion of 
show homes. Proposals have been submitted to automate the PDPS, with one 
output being an overall measure of performance. 
3. The development of OPI to highlight Construction process performance is 
discussed in chapter 4.3.3 below. 
4. Service responsiveness is assessed by Customer Satisfaction Index 
developed as part of this research (chapter 4.1) 
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4.3.3 Developing Construction Quality Metrics 
In order to complete the initial research into the development of the Headline 
Scorecard and fully develop a suite of OPI for the Internal Business Perspective a 
single figure metric is required, which is informed by metrics formed to highlight 
performance of each key construction process attribute. The earlier discussion of 
key process. attributes' has identified a number of factors that should be 
considered: 
Adherence to schedule: The degree to which build schedules are maintained has 
a critical impact of the finished quality of a new home. Once customers have 
been given a fixed move-in date it must be adhered to. Delays early in 
construction will inevitably lead to compressed timescales at the critical finishing 
stages, leading to increased incidents of defects and poor finishing standards. 
Data is readily available to monitor adherence to schedule and can be determined 
from existing information systems. 
Defect free homes: In considering how best to enable the business to monitor its 
ability to produce defect free homes, the Prevention Appraisal and Failure (PAF) 
model (BSI, 1990) is useful, proposing two categories of quality failure; 
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1. Internal Failures identified during the construction process; for house 
builders this category is determined by independent inspection by regulatory 
authorities such as the NHBC (Reportable Incidents). 
2. External Failures identified relating to warranty claims by customers 
following purchase with respect to the finish and function of the home 
(External Failure). 
Although the long-term objective for Westbury is to design out all occurrences of 
failure, reducing the occurrence of external product failures must be a priority. 
No organisation-wide mechanism for collating such data existed. 
In order to ascertain priorities for improvement (PFI) in external failure trends, a 
team was brought together by the author, which designed, developed and 
implemented a networked Customer Information System (CIS) database (Craig, 
2001, b). The CIS facilitates rapid recording of complaints received by phone or 
in writing, records defects via a predetermined code hierarchy (Appendix B) and 
automates administration of the complaint handling - process. The database 
provides the basis for standardised reports, which highlights defect trends 
2 Defects identified by third party, NHBC or Local Authority, inspections conducted throughout 
key stage of the construction process. 
3 Customer expectations of performance are moderated through a 'What's Covered' document, 
produced by Westbury. This describes to customers the standards to which new homes are built 
and what potential 'settling' to expect from a new home as well as outlining, in an equitable 
manner, those aspects for which Westbury will accept responsibility, and those which remain the 
responsibility of the customer. ' 
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(Customer Assistance Requests - CAR), complaint resolution time and cost 
(Cost of Poor Quality - COPQ). 
Having established the infrastructure necessary to monitor performance, the 
Executive Board of Westbury requested that the following metrics be combined 
to form a single figure construction quality index in order that it could be 
included in the Headline Scorecard (Craig, 2001, b): 
" NHBC Reportable Incidents (RI) 
" Cost of Poor Quality (COPQ) 
" Customer Assistance Requests (CAR) 
" Adherence to budgeted construction schedule 
The Executive Board requested a number of changes to the final model (Craig, 
2001, b). In order to better reflect the differing product mix across the Group 
COPQ and CAR measures are weighted by average square foot of property built 
on each regional business. Adherence to schedule was considered so important 
that it was elevated to the Headline Scorecard (see p38) Each factor is equally 
weighted to give a potential 100% score and is summarised in a single figure 
metric named the `Group Quality Index' (GQI), which forms part of the Headline 
Scorecard. Each element in the GQI is subject - to specific `acceptable 
performance criteria' and weighted equally to give a single item measure of site 
performance. The index was launched in May 2001 and is now a key measure of 
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site quality performance that is used to focus resources at those sites most in need 
of investigation, support or development (Craig, 2001, b). 
4.3.4 Benefits of Measuring Construction Quality 
The introduction of the construction quality metrics has triggered a wide range of 
change initiatives throughout the organisation. In one case a regional business 
unit has achieved a 50% reduction in defects in the installation of heating and 
plumbing equipment (Craig, 2001, b). Although there is some seasonal effect at 
work - this does not account for the fall in recorded complaints. The 
improvements were the result of recommendations to change radiator valve 
specification and to introduce earlier and more rigorous pressure testing 
procedures. 
The metrics revealed a significant level of complaints regarding the standard of 
finish prior to handover of the home. As a result -a pilot programme with a 
directly employed, multi-skilled team for the finishing stages of the build process 
was established. This significantly reduced the number of handovers between 
different trades and resulted in a 50% reduction in customer reported defects over 
a one-year period (Craig, 2001, b). 
66 
4.4 Conclusions 
The introduction of the Customer Satisfaction Index and Quality metrics has 
significantly increased organisation-wide focus on both customer satisfaction and 
product quality. Importantly there is now a more widespread understanding of 
the effect of performance upon the realisation of long-term goals. 
The Customer Satisfaction Measurement Model presented in this research 
provides a novel approach to measuring new homeowner satisfaction with the 
service they received throughout the first six months of the house purchase and 
post purchase `journey'. A number of conclusions can be drawn from this 
research: 
1. A perception only approach to customer satisfaction measurement is 
preferred where customer expectations are considered to be relatively under- 
developed (as is the case when purchasing a new home). 
2. New homeowners have low expectations of product quality. The number of 
defects has a low correlation with overall customer satisfaction. 
Responsiveness in remedial work has greater significance. 
3. Three zones of service have been identified (pre-sale, sale and post sale) and 
customers place increasing importance upon service received as they proceed 
through each service zone. 
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4. ' Satisfaction scores decrease as customers migrate through each of the three 
zones of service 
A `Systems thinking' approach has been applied to develop a clear understanding 
of those key attributes in the Site Support Process that are critical to the 
achievement of long-term goals. Table 8 summarises the causal links between the 
selected performance metrics: 
Operational 
Mission Perspective Objective Headline Indicator(s) Performance 
Indicator(s) 
R. O. A. C. E. 
The number of months in 
Best which 1112`h or more of 
Financial 
Operating annual budgeted sales are Existing reporting 
Margins in achieved. mechanisms 
Sector The percentage of the 
following 12 months 
No 1 budgeted sales with 
Choice consented land available 
Exceptional CSI Zone 1 Customer Service Customer Satisfaction Index CSI Zone 2 
CSI Zone 3 
Internal Top Quality NHBC RI's 
business Homes Group Quality Index CARs COPQ 
Employee Highly Employee Turnover Existing reporting Trained Staff mechanisms 
Table 8: Communicating Westbury Strategy through performance metrics 
These satisfy the criteria laid down for stage 2 of the Strategy Deployment 
Maturity Journey: 
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1. The cause-and-effect relationships that introduce delay and failures in Site 
Support, Construction, Sales and After-Sales processes have been identified. 
2. Ongoing performance can be highlighted through a range of Headline 
Performance Measures and Operational Performance Indicators (OPI) 
3. The metrics promote organisation-wide focus on priorities for improvement 
The Headline Scorecard Metrics and Operational Performance Indicators in each 
of the four perspectives of the Balanced Scorecard (Kaplan and Norton, 1995) 
satisfy the criteria for the first two "stages of the Strategy Deployment Maturity 
Journey. Employees must now be provided with the frameworks and skills to 
effect improvements. 
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5 Stage 3: Facilitating Change Through Employee Participation 
The development of the Headline Scorecard and Operational Performance 
Indicators (OPI) provides the organisation with a means to broaden and deepen a 
sense of shared vision and to effectively target improvement activities. In stage 3 
of the Strategy Deployment Maturity Journey, 'priority is placed upon the 
development of a framework for employee participation as a mechanism to effect 
change. 
The research objectives for stage 3 of the Strategy Deployment Maturity Journey 
are: 
1. Determine the criteria for the successful application of Employee 
Participation in change initiatives. 
2. Develop a framework for employee participation that: 
- Develops a strategic continuous improvement capability 
- Deepens employee understanding of the relationship between 
individual role and Company objectives (shared vision) 
- Broadens and deepens process thinking 
- Directs improvement activities to those priorities identified 
through Operational Performance Indicators. 
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5.1 The Virtuous Cycle of Employee Participation 
The importance of employees clearly understanding the relationship between 
their role and the achievement of company targets cannot be underestimated 
(Akao, 1991). A participative approach to management provides employees with 
the necessary tools and collective knowledge and understanding to increase self- 
motivation (Campbell, 1997; Senge, 1992). Figure 9 shows the relationship 
between employee participation and the key factors essential for successful 
deployment of change. At the heart of this is a primary cycle (i1) in which 
participation drives a cycle of knowledge, understanding, motivation and goal 
attainment. 
Enabling e2 
tools ý0000ý 
Knowledge of long- 
term objectives 11 
Understanding individual role in 
achieving long-term/ higher 
order objectives 
) Motivation Leadership 
and 
enabling el 
frameworks 
Effectiveness 
of change 
efforts 
Figure 9: The Virtuous Cycle of Employee Participation 
1 
e3 
Effective 
feedback 
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Three requirements must be satisfied in order that people will be motivated in 
their work (Oakland, 1990): 
1. The work must be meaningful (understanding) 
2. They must have responsibility for the outcome of their work (empowerment) 
3. They must have knowledge of the actual results of their work (feedback) 
r 
Well-motivated employees have a positive effect on the culture of the 
organisation,. enabling people to make meaningful improvements to their 
performance, and hence that of the organisation (Robinson, 1994; Nykodym et 
al, 1994; Burbidge, 1993; Handy, 1986). A strong relationship exists between 
participation and empowerment; indeed they can be considered as corollaries (i2) 
(Collins, 1994). Furthermore, a significant positive correlation exists between 
empowerment and motivation (i3) (Kappelman and Prybutok, 1995). This 
reinforces the impact of a participative approach. Where a participative approach 
is seen to succeed it is recognised that this will foster greater ownership of 
objectives (Kondo, 1998) and an increased willingness amongst employees to 
participate (Coyle-Shapiro, 1999), thereby completing the Virtuous Cycle of 
Employee Participation (ii). 
However, a degree of caution must be exercised in the management of an 
empowered, participative organisation since such a workforce can only be 
considered effective where a sense of common purpose exists; attempting to 
foster empowerment without appropriate structures in place will both increase 
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stress and raise the burden of management (Labovitz and Rosansky, 1997; 
Senge, 1997). 'The need for stronger leadership qualities in a participative 
environment has already been discussed. This, together with `enabling' structures 
is shown as the external control on participation (el). An essential component of 
this control is the provision of tools and techniques (e2) that assist employees in 
the adoption of a rigorous approach to the development of knowledge and 
understanding of the challenges faced within the work environment. 
5.2 Creating a Participative Environment for Change 
To progress further along the Strategy Deployment Maturity Journey there is a 
need to develop a continuous improvement framework that will enable the 
organisation to cultivate the Virtuous Cycle of Employee Participation and utilise 
the priorities for improvement (PFI) identified in Stages 1 &-2 to focus change 
activities. 
Successful change requires that employees develop an understanding of the 
relevant business processes and their outcomes (Marquardt and Reynolds 1994). 
This requires a more structured and systematic approach to employee 
participation as part of a journey towards more strategic continuous improvement 
practices (Bessant and Francis, 1999). Employees must develop new skills, 
beginning with an understanding of business processes and how to identify 
weaknesses, extending to Systems Thinking techniques (Senge, 1997). 
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The level of maturity throughout the organisation with respect to TQM principles 
is a significant factor in determining an appropriate framework for change (Akao, 
1991). Westbury had little experience in participative change programmes 
(Craig, 2001, b). As a first step a directed approach was preferred to a quality 
circle approach in which the principle tenet is self-governance. A Quality Action 
Team (QUAT) approach to directed employee participation in continuous 
improvement (Gaze, 1999), modelled on a UK car manufacturer, was introduced. 
A series of milestones, based' upon the Plan-Do-Study-Act (PDSA) cycle 
(Deming, 1986) were developed to help maintain focus and maximise the 
effectiveness of the teams (Craig, 2001, c). Experience with this approach will 
begin to introduce the conditions described in the Virtuous Cycle of Employee 
Participation, However, once employees become accustomed to participation of 
this type, a step change is required. The organisation must move away from 
discrete improvement activities to deepen and widen systems thinking to the 
continuous improvement of whole processes. 
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5.2.1 Process Improvement Workshops 
A framework is required to provide a rigorous and structured approach to process 
improvement that helps employees to develop: 
"A hands-on application of the PDSA cycle 
"f 
" Understanding of the processes of which they are a part 
" Internallexternal customer expectations 
" Problem solving techniques 
" Improvement plans for priority areas 
A small team was formed (Craig, 2001, b), at the instigation of the author, to 
develop a workshop format that satisfied the aforementioned criteria and 
provided the conditions identified in the Virtuous Cycle of -Employee 
Participation. The resulting workshop was developed, in two parts, with 
preparatory and intermediary exercises designed to reinforce complete ownership 
of all activities by the delegates and ensure real process improvements result. 
The PDSA cycle is integral to the workshops, which are structured as shown in 
figure 10. 
PLAN: Understand the nature of the process; determine the root 
cause; plan solutions. 
DO: Conduct small-scale trials 
STUDY: Monitor trials 
ACT: Review results; adopt, adapt or abandon and start again 
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Delegates are invited from each element of the process(es) under consideration. 
Senior management commitment to the workshop approach and objectives is 
critical to success (Craig, 2001, b). 
Preparatory 
Activity 
Workshop 1 
Intermediary 
Activity 
Workshop 2 
ýý 
ý 
ljý 
Establish internal/external customer 
`1 
perceptions of performance 
ý 
Discuss the implications of these findings 
and agree priorities for improvement 
I 
lia 
ý 
Develop and implement Process 
Improvement Plans (figure 11) s   
Figure 10: Process Improvement Workshop Structure 
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Workshop 1 
Prior to the first workshop delegates complete Process Mapping Pro-forma 
(appendix C), which describe the inputs and outputs for each individual task. The 
workshop commences with a briefing by the Managing Director who sets the 
context for change. Following an introduction, the delegates are asked to 
construct a map of the whole process using the individual pro-forma. This 
exercise is accompanied by a carefully- facilitated discussion focusing on the 
structure of the emerging process map and perceived areas of weakness and 
priorities for improvement. 
The session continues with a discussion focused upon the importance of 
management by fact and understanding customer expectations and perceptions. 
In light of this debate, delegates are required to devise questionnaires that will be 
used in an on-the-job exercise to determine internal customer expectations of 
service at the critical process interfaces and identify the attributes most important 
to enable those customers to complete their own tasks. Delegates are required to 
analyse and summarise this feedback in conjunction with their managers. 
Workshop 2 
This commences with a series of problem solving exercises, in which a number 
of basic problem solving techniques are introduced (brainstorming, affinity 
diagrams, cause & effect analysis) and monitoring techniques (check sheets, run 
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charts, histograms) and analysis (Pareto). Great emphasis is placed upon the 
analysis of data to support the identification of: a) the root cause of problems, 
and b) techniques for the development of the most appropriate solutions. 
Feedback from the intermediary exercise is used to review the process map 
produced in the first workshop and highlight priorities for improvement. The 
remainder of the workshop is dedicated to a discussion of the importance of 
rigour in the development and deployment of plans in continuous improvement 
activities. Discussion is focused upon the definition of `plans' as targets plus 
means, the importance of control data and contingencies, as well as ownership. 
Delegates are then introduced to and complete Process Improvement Planning 
Sheets (PIPS) (figure 11), for each of the PFI identified throughout the 
workshop. In a number of cases the output of these workshops are PIPS that. 
indicate the need for further, more detailed analysis. This extended activity is 
managed through the QUAT process or trial implementation if solutions are 
agreed during the syndicate sessions based upon data to hand. 
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Process To what process does this plan refer? 
Customer Who will directly benefit from the change? 
Objective Target Means Owner Control Control Data action 
The overall What level Precisely Who is What data is What must 
aim of the of change is what responsible needed to be done if 
plan required mechanism for ensuring monitor progress is 
and when will be used that the plan progress? not as 
must it be to affect the is carried planned? 
achieved? change? out? 
PLAN/DO STUDY ACT 
Figure 11: Process Improvement Planning Sheet 
5.2.2 Benefits of the Process Improvement Workshop 
The Workshop framework was piloted in two regional businesses and produced a 
wide range of immediate process improvement recommendations that were later 
implemented (Craig, 2001, b): 
Process Improvement Objective Means 
Improve responsiveness of 
Provide Sales Negotiators with 
Provision of Sales sales negotiator to customer 
complete contact list in query 
Information category sequence queries of a technical Portfolio 
nature 
Provide full technical information 
portfolio to all Sales Teams 
Reduce the number of Establish formalised point of 
Legal Conveyance technically related 
delays to contact and standardised 
the legal conveyance information pack for Company 
process Solicitors 
Improve advanced Forward proposal to MD to review awareness of new land 
acquisitions and associated attendees at 
land meeting to include 
Planning Approval planning issues more appropriate representation 
Provide enhanced planning Include requested detail and widen layout details for Planning, 
L d dE i i circulation of planning layout report an an ng neer ng 
Costin 
Improve team's awareness Introduce Technical appraisal g of key issues handover meeting 
Process Improvement Plan 
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In addition a number of longer-term projects were initiated, including the 
development of a Technical Process Guide. 
In order to assess the perceived benefits each delegate was asked to complete a 
workshop review questionnaire six months after the completion of the second 
workshop. This -was timed to allow a settling period in which initiatives could 
succeed or fail. The questionnaire (appendix E) was 'structured such that each 
element of the Process Improvement Workshop (PIW) was tested (Craig, 2001, 
b). 
A majority of delegates (Craig, 2001, b) found that the workshop had: 
" Increased understanding of individual impact on the'whole process 
" Helped the teams to identify priorities for improvement 
" Produced tangible process improvements 
" Increased individual motivation 
In addition, all delegates agreed that the workshop would benefit the business as 
a whole if the approach were fully implemented. However, the surv ey results 
also revealed that a number of specific issues would need to be addressed prior to 
wider deployment.. Typically these were the more conceptual aspects of the 
workshop, focusing on the need for ongoing support/facilitation and reference 
materials. The need for local facilitation/coaching skills was seen as essential. 
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The trial and subsequent review has demonstrated the potential benefit of the 
approach, providing a useful mechanism for engaging employees in the 
improvement of day-to-day activities, which is complementary to the QUAT 
process. The success of the PIW is further demonstrated by a growing demand 
for its use throughout the organisation. However, consideration will first need to 
be given to the design of the original workshop in order to encompass the lessons 
learned in this trial. 
There is a need for in-depth and sustained training in process improvement skills 
for a core group of facilitators. Once these skills are in place it will be feasible to 
rollout the PIW with the confidence that ongoing support will be in place. 
5.3 Conclusion 
This research has provided new insight into the role of, and criteria for, 
successful. employee participation in change activities. The PIW provides a 
framework that advances internalisation of the PDSA cycle, which is formalised 
through the introduction of Process Improvement Planning Sheets (PIPS). This 
provides the foundation for developing and sustaining the Virtuous Cycle of 
Employee Participation (figure 9). Early pilots of the framework have 
demonstrated increased ownership of processes and long-term objectives, 
produced tangible improvements to a core business process and increased 
motivation amongst delegates. 
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The Headline and Operational Performance Indicators introduced in stages 1& 
2, together with the PIW framework, will help to further develop the Strategy 
Deployment Maturity of the organisation, satisfying the criteria for stage 3. 
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6 Stage 4: Feedback to Deployment and Development of 
Strategy 
The first three stages of the Strategy Deployment Maturity Journey have put in 
place the conditions necessary for the organisation to begin addressing the issue 
of shared purpose. The introduction of Headline Scorecard metrics and 
Operational Performance Indicators (OPI) has focused the organisation on 
achieving improvements to the business processes that relate most strongly to the 
achievement of long-term goals. 
The research conducted in each of the preceding stages has been developed to the 
point of implementation; either fully or through small scale trials. The research 
conducted for stage 4 of the Strategy Deployment Maturity Journey is formative 
and will take a number of years before full implementation is practical. This 
research has the objective of building upon the structures presented in stages 2 
and 3 in order to: 
" Create a business planning and strategy formation process that further 
deepens organisation-wide focus on strategic (long-term) objectives. 
" Introduce increased levels of rigour and learning to the business planning 
process. 
" Extend employee participation to the development and deployment and 
business plans and targets. 
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6.1 The role of Business Planning 
The effective development of plans and their subsequent deployment is a 
common denominator for successful change in any organisation (Cowley and 
Domb, 1997). The issue of shared purpose is key; where plans are developed in 
isolation, the failure to engage people will result in a lack of understanding, and, 
consequently, a lack of ownership of objectives (Labovitz and Rosansky, 1997). 
Stage 4 of the Strategy Deployment Maturity Journey draws upon the techniques 
employed by Hoshin Kanri (see chapter 2) to achieve effective deployment and 
increased employee ownership of business plans. By adopting such an approach 
the organisation will be better able to gain a consensus of the most appropriate 
long-term objectives and hence integrate efforts more effectively towards their 
deployment (Lee and Dale, 1998). Utilising increased levels of employee 
participation in this decision-making processes will foster greater strategic 
alignment, resulting in increased levels of empowerment and intrinsic motivation 
amongst employees, further reinforcing the Virtuous Cycle of Employee 
Participation. This is an important factor in fostering the levels of creative 
thinking and passion for improvement required to achieve Autonomous 
Innovation (Bessant and Francis, 1999). 
The introduction of these advanced frameworks can be considered only when the 
organisation has reached the advanced level of maturity with participative 
continuous improvement techniques (Akao, 1991). For an organisation such as 
Westbury, which has progressed only part way along the Strategy Deployment 
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Maturity Journey; this is likely to take a number of years. It is, therefore, helpful 
to consider the introduction of these techniques in two phases: 
Phase 1: The introduction of a rigorous business planning and review 
framework, that incorporates the PDSA cycle, to both deepen, and 
strengthen the linkages between long-term objectives and 
operational activities. 
Phase 2: The introduction of a participative, ' top down - bottom up goal 
setting process. 
6.1.1 Phase 1: Developing the Business Planning Process 
The business planning process at Westbury currently mirrors that experienced in 
organisations across many other sectors; once written, plans are filed, rarely used 
effectively and fail to direct effort sufficiently to the specific processes that must 
improve if targets are to be achieved (Babich,. 1995; Gilmore and Camillus, 
1996). If the organisation is to take greater steps towards achieving long-term 
goals the business planning process must be enhanced in a number of ways: 
1. Integrate Headline Scorecard and OPI Metrics with the business 
planning process 
A first step in enhancing the effectiveness of the business planning process is to 
use both the Headline Scorecard metrics and OPI to guide the formation of plans. 
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This integration will help focus all management teams on the key long-term 
goals of the business and target scarce resources towards those processes and 
activities where it is most needed. 
2. Separate day-to-day activities from breakthrough objectives 
Hoshin Kanri draws a distinction between two specific business activity 
categories, helping the organisation to achieve even greater concentration on 
priorities for improvement (Akao, 1991; Kondo, 1998; Lee and Dale, 1998): 
" Those relating to the day-to-day management of the organisation - ongoing 
activities that must be performed on a daily basis to achieve business goals. 
These issues constitute 75 - 95 percent of activity. 
" Those relating to breakthrough (Hoshin) objectives - specific processes or 
activities where significant improvements must be made in order for the 
organisation to achieve long-term goals. A maximum of two or three such 
objectives should be selected that will give rise to plans or specific 
milestones that can be achieved within the timeframe of the business 
planning cycle (Cowley and Domb, 1997). 
3. Apply PDSA to the business planning cycle 
The business planning process should ensure plans are developed and structured 
with sufficient rigour and depth of detail to clearly define the process(es) through 
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which objectives will be met and the degree of change that is required 
(target+means). The Process Improvement Planning Sheet (PIPS) developed in 
stage 3 proffers a series of elements that guide the development of more rigorous 
plans; Objective, Means, Target, Owner, Measures of Success and Contingencies 
(chapter 5.2.1). This provides the foundation for wider adoption of the PDSA 
cycle, beyond continuous improvement activities, to make it an integral part of 
the business planning process. In the first instance, this process is particularly 
useful for the deployment of breakthrough objectives: cascading strategies 
through to operational plans. 
Figure 12 shows how the target-means devised to achieve breakthrough 
objectives provide objectives for Tier One plans -a process repeated until target- 
means are devised at an operational level. The introduction of detailed plan 
elements at each level can be clearly seen. Feedback from each tier is an essential 
part of the wider adoption of organisation-wide PDSA. 
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Breakthrough Objective If 
, 
.1 11 
Tier One strategies 
-I 
::: 'ý 
-ýýýý__! __ý__ý 
j i'"°° Iiiiý 
`__ýý__t.. T--ý-. ý 
.iýýiý :iýi ýVýýiýýJýýý 
ý 
Implementation Ilan 
OBJECTIVE MEANS TARGET OWNER MEASURES CONTINGENCY 
OF 
SUCCESS 
P AN/D STUDY ACT 
Figure 12: Application of PDSA to Business plan deployment 
Feedback 
Feedback 
Once these steps have been achieved and there is confidence that the organisation 
has reached a degree of maturity, ' both in this process and in the participative 
improvement frameworks described in stage 3, consideration should be given to 
phase 2 of this final stage in the Strategy Deployment Maturity Journey. 
rý' i 
ý -ýi---r--r_-t_-T-- i 
.iiiýi. 
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6.1.2 Phase 2: Extension of Employee Participation to the Business 
Planning and Deployment Process 
Only when the organisation has successfully introduced the changes outlined to 
the business planning process, and PDSA has become fully internalised, should 
consideration be given to a strategy for the extension of employee participation 
to the development and deployment of business plans. The process for 
participation is Catchball (chapter 2.3), which is a key element of Hoshin Kanri 
that engages employees in the development of plans and targets. Employees are 
given an opportunity to consider the implications of targets set by management 
and to suggest improved/more realistic targets. This represents the final element 
in the Strategy Deployment Maturity Journey. 
Whilst Catchball is an easily understood concept, it is far more challenging to 
implement successfully. A number of steps to implementation should be 
considered: 
1. Apply to breakthrough objectives: The Catchball process should focus 
attention on the successful deployment in those areas selected by the senior 
management team for breakthrough performance improvements. 
2. Pilot implementation: This technique should be piloted only in those parts 
of the organisation that have progressed sufficiently along the Strategy 
Deployment Maturity Journey to enable them to successfully manage the 
introduction of a participative approach to strategy deployment. 
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3. Use trained facilitators: In the first instance, the help of skilled facilitators 
will be necessary to guide teams in the application of the Catch-Reflect- 
Improve-Pass (CRIP) cycle (Craig, 2001, a). 
4. Finalise the business plan: Only when these stages have been completed 
should the breakthrough plans be finalised. 
5. Review: Ensure the PDSA cycle is applied continually at each level of 
deployment. The review periods should be timed to suit the plan under 
consideration. However, breakthrough objectives should be achievable within 
the timeframe of the business plan or key milestones set within it. 
6.1.3 Implementation Considerations 
Implementation of Stage 4 of the Strategy Deployment Maturity Journey is 
dependent upon internalisation of the key lessons of the preceding stages, in 
particular organisation-wide application of PDSA. This will take a number of 
years. However, there are a number of opportunities to pilot some of the less 
demanding elements of breakthrough planning. To this end the author has 
submitted a number of briefing papers to the Executive Board for consideration. 
This has resulted in an invitation to form a small team to consider the 
requirements for effective business planning and present the case for adoption. 
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6.2 Conclusion 
This formative research his outlined the criteria for successful transition to Stage 
4 of the Strategy Deployment Maturity Journey and outlines a clear path to 
implementation through; 
" The use of Headline Scorecard metrics and OPI to guide the formation of 
business plans and hence improve organisational alignment. 
" Separation of day-to-day and breakthrough objectives. 
" Application of PDSA to the business planning cycle. 
" Extension of employee participation to the deployment of targets. 
Implementation of these recommendations is under active consideration and it is 
likely that they will be piloted over an extended period. These trials will form the 
basis of ongoing research. 
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7 Summary of Conclusions 
The speculative house building industry as a whole has been slow to react to a 
rapid rise in customer expectations of product and service quality standards. This 
has been followed by calls from customer groups, industry bodies and successive 
Governments for wide ranging change. This requires of speculative house- 
builders nothing less than a complete change in culture in order that they become 
more customer-focused. However, culture change is not easily achieved, 
particularly in a mature industry. Organisations need a framework that can guide 
them to success. In response, the author has developed a four-stage Strategy 
Deployment Maturity Journey for customer focused culture change. The key 
innovative content of this research is summarised below: 
1. New insight into the applicability of extant change management models 
to the development of a customer-focused culture: The use of 
Mendolwitz's key features of a total quality initiative, to assess the 
applicability of change management models and the subsequent discussion of 
literature, presents new insight into the applicability of each model. This 
discussion highlights how specific aspects of each model can assist in the 
management of customer-focused culture change. The following observations 
were made: 
9 Organisation-wide focus on , 
long-term goals is an important success 
factor in successfully deploying strategy. 
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"A positive relationship exists between; 
1. The use of strategic and process performance measures to 
communicate and achieve long-term objectives, 
2. The degree of employee participation in determining goals and 
effecting change and 
3. The effectiveness of a strategy deployment approach. 
J 
2. Development of Headline Performance Metrics and Operational 
Performance Indicators: The suite of performance measures developed 
through this research has applied a systems thinking approach. to identify the 
key attributes of core processes. Many of these processes are common to the 
sector as a whole. The resulting Headline Scorecard and OPI represent an, 
important development with potentially wider application to help other 
house-builders to improve their performance. 
3. Identification of the determinants of new-homeowner satisfaction: This 
research has provided new insight into new homeowner satisfaction 
formation: 
" New homeowners have low expectations of product and service quality. 
However, the number of defects found in a new home has a low 
correlation with overall satisfaction. 
" Responsiveness to customer complaints and remedial works has greater 
significance. 
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4. Development and application of a model for Customer Satisfaction 
Measurement: The development of a Customer Satisfaction Index for the 
speculative house-building industry represents the first example of such a 
model explicitly developed to measure new-homeowner satisfaction. The 
core framework, which details three zones of service across the home 
selection, purchase and ownership experience has since been adopted by the 
Housing Forum in their work to introduce the National Homeowner 
Satisfaction Survey (Housing Forum, 2000). This survey is similar in intent 
to the J. D. Power Survey conducted to highlight (dis)satisfaction amongst 
automotive customers. 
5. Development and application of the Virtuous Cycle of Employee 
Participation: Through examination of the literature this research has 
identified the role , of, and criteria 
for, successful employee participation in 
change interventions; Strong leadership, knowledge, enabling frameworks. 
and feedback of results. 
6. Development and application of a Process Improvement Workshop 
framework: The Process Improvement Workshop offers an innovative 
approach to employee participation in strategy deployment that provides a 
controlled environment for participation. A pilot workshop revealed the 
following benefits: 
. Increased understanding of individual impact on the whole process 
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" Enabled teams to identify priorities for improvement 
" Tangible process improvements 
" Increased individual motivation 
This framework encourages the conditions set out for the Virtuous Cycle of 
Employee Participation. The approach helps to develop cross-functional 
teamwork in achieving business process improvements in the context of long- 
term goals. By breaking down functional barriers, the importance of the 
wider process is raised and both intrinsic-motivation and morale are raised. 
This approach is applicable to any setting - profit or non-profit. 
7. The Development and application of the Strategy, Deployment Maturity 
Journey: The four-stage journey brings each of these innovations together in 
a framework for the management of change through the staged development 
of organisational maturity in strategy'deployment: 
1. A Headline Scorecard communicating long-term objectives; communicate 
strategic priorities and begin process thinking 
2. Operational Performance Indicators (OPI) that communicate medium- 
short term strategic intentions; deepen organisation-wide focus on the 
performance of core processes 
3. Change through employee participation; direct and empower employees to 
effect changes to improve core processes 
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4. Feedback to development and deployment of business plans: extend 
employee participation to the deployment and feedback further development 
of strategy. 
These four stages present the organisation with a road map to customer-focused 
culture change, which is applicable to most settings. The journey. promotes a 
sense of shared vision through a staged development of a participative strategy 
development and deployment capability. Westbury Homes has implemented 
stages 1 and 2 in full and stage 3 has been piloted in a number of regional 
businesses. Although stage 4 is formative, the Executive Board is actively 
considering phased implementation. 
Where these innovations have been implemented at Westbury and in the wider 
industry, 'a number of benefits have already been witnessed. Already the 
introduction of the Headline Scorecard and OPI metrics have increased 
organisation-wide . 
focus on making improvements each of the process 
highlighted by the metrics. Since their introduction in 1997 over 100 registered 
Quality Action Teams have been instigated, resulting in a wide range of 
improvements. The introduction of Process Improvement Workshops has 
benefited the process of change and directly resulting in improvements that 
demonstrate an increased level of process thinking and customer focus amongst 
the participants. These improvements have resulted in Westbury gaining an 
increasing number of awards; including The `Building Homes' Quality House 
builder of the year award for 2001. 
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"8 Future Research 
Many recommendations have been made as a result of this research and much 
has been produced of an innovative nature. Importantly, many recommendations 
have been fully, implemented by Westbury. However, a number of opportunities 
exist for further research: 
1. It will be some time before the organisation is able to successfully implement 
Stage 4 of the Strategy Deployment Maturity Journey. Further research is . 
required to ascertain how this can best be achieved. Particular areas of 
interest include: 
a. Internalisation of continuous process improvement techniques 
b. Application of PDSA to the business planning cycle 
c. A framework for the introduction of Catchball 
2. The Strategy Deployment Maturity Journey provides the basis for a model to 
assess the relative maturity of an organisation. Research is needed to develop 
a framework, which will enable leaders to identify the maturity of their 
organisation and consequently plan the actions to develop deployment 
capabilities. 
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3. The wide ranging use of casual and contract labour for the majority of build 
processes represents a serious challenge for the business in its attempt to 
adopt a customer-focused culture. Research is required to develop an 
extended framework that can effectively integrate these stakeholders into the 
development and deployment of business plans and targets. 
98 
References 
ASI, (1992) Policy Deployment: executive briefing manual, ASI Quality 
Systems, Milton Keynes. 
Adebanjo, D. and Kehoe, D. (1998) An evaluation of quality culture problems in 
UK companies, International Journal of Quality Science, Vol. 3 No. 3,275-286 
Akao, Y. (1991) Hoshin Kanri: Policy Deployment for Successful TQM, 
Productivity Press, Oregon USA. 
Al-Mashari, M. and Zairi, M. (2000) Revisiting BPR: a holistic review of 
practice and development, Business Process Management Journal, Vol. 6, No. 1, 
10-42 
Alter, A. (1990) The corporate make-over, CIO, Vol. 4, No. 3,32-42 
Argyris, C. (1976) Increasing Leadership Effectiveness, New York: Wiley. 
Atkinson, P. E. (1990) Creating Culture Change: The Key to Successful Total 
Quality Management, IFS Publications, UK. 
Attaran, M and Wood, G. G. (1999) How to succeed at re-engineering, 
Management Decision, Vol. 37 Iss. 10,752-757 
B. S. I. (1992) BS6143: Guide to the economics of quality: Part 1. Process cost 
model " British Standard Institution, London. 
B. S. I. (1990) BS6143: Guide to the economics of quality: Part 2 prevention, 
appraisal and failure model, British Standard Institution, London. 
Babakus, E. & Boller, G. W. (1992) An empirical assessment of the 
SERVQUAL scale, Journal of Business Research, 24,253-268 
99 
Babakus, E. & Mangold, G. (1992) Adapting the SERVQUAL scale to hospital 
services: an empirical investigation, Health Service Research, 26(6), 767-780. 
Babich, P. (1995) Why strategic planning efforts fail, 
www. tge. com: 80/planfail. html 
Bachelet, D., (1995) Measuring satisfaction; or the chain, the tree and the nest, in 
Customer Satisfaction Research, ESOMAR, 77-108 
Ball, M. (1996, a) Housing Investment: Lessons for the Future, The Policy Press 
and Joseph Rowntree Foundation, Bristol. 
Ball, M. (1996, b) Housing and Construction: a Troubled Relationship, The 
Policy Press and Joseph Rowntree Foundation, Bristol. 
Ball, M., Harloe, M. and Martens, M. (1988) Housing and Social Change in 
Europe and the USA, Routledge, London 
Barlow, J. (1993) Controlling the housing land market, Urban Studies, 30,1127- 
1147 
Bessant, J. and Francis, D. (1999) Developing strategic continuous improvement 
capability, International Journal of Operations & Production Management, 
Vol. 19 No. 11,1106-1119 
Biazzo, S. (1998) A critical examination of the business process re-engineering 
phenomenon, International Journal of Operations and Production Management, 
Vol. 18, No. 9/10,1000-1016 . 
Boulding, W., Kalra, A., Staelin, R. & Zeithmal, V. A. (1993) A dynamic 
process model of service quality: from expectations to behavioural intentions, 
Journal of Marketing Research, 30 (February), 69-82 
100 
Brassard, M and Ritter, D. (1994) The Memory Jogger II, GOAL/QPC, 1St 
edition, MA. USA. 
Brown, T. J., Churchill, G. A. Jr. & Peter, J. P. (1993) Improving the 
measurement of service quality, Journal of Retailing, 69(1), 127-139 
Burbidge, J. (1993) It's time for participation, The Journal for Quality and 
Participation, Cincinnati, Vol. 16 Iss. 7,30-38 
C. I. B. (2000) State of the construction industry, Construction Industry Board, 
April. 
Campbell, S. (1997) Focusing and aligning hospitals through Hoshin planning, 
Healthcare Strategic Management, Chicago, Vol. 15, Iss. 2,1-18 
Childe, J. S. and Maull, R. S, and Bennett, J. (1994) Frameworks for 
understanding business process re-engineering, International Journal of 
Operations & Production Management, Vol. 14, No. 12,22-34. 
Churchill, G. A. & Suprenant, C. (1982) An investigation into the determinants of 
consumer satisfaction, Journal of Marketing Research, 19,491-504 
Clapham, D. (1996) Housing and the economy: broadening comparative housing 
research, Urban Studies, 33,631-647 
Clarke, L. & Wall, C. (1996) Skills and the Construction Process: A Comparative 
Study of Vocational Training and Quality, The Policy Press and Joseph 
Rowntree Foundation. 
Collins, D. (1994) The disempowering logic of empowerment, Empowerment in 
Organisations, Vol. 2, No. 2,14-21. 
Cooke, P. (1996) Customer care: more than a slogan, Housebuilder, April, 41-44 
101 
Cowley, M. and Domb, E. (1997) Beyond Strategic Vision: Effective Corporate 
Action with Hoshin Planning, Butterworth-Heinemann, Oxford. 
Coyle-Shapiro, J. A. M. (1999) Employee participation an assessment of an 
organisational change intervention: a three wave study of total quality 
management, The Journal of Applied Behavioural Science, Vol. 35 No. 4,439- 
456 
Craig, D. (1997, a) Customer satisfaction: A model for the volume house- 
building industry, Engineering Doctorate portfolio submission, Department of 
Engineering, University of Warwick, England. 
Craig, D. (1997, b) A critical review of customer satisfaction measurement: 
Implications for the volume house-building industry, Engineering Doctorate 
portfolio submission, Department of Engineering, University of Warwick, 
England. 
Craig, D. (2001, a) A literature review of change management models, 
Engineering Doctorate portfolio submission, Department of Engineering, 
University of Warwick, England. 
Craig, D. (2001, b) A strategy deployment maturity model for customer-focused 
culture change, Engineering Doctorate portfolio submission, Department of 
Engineering, University of Warwick, England. 
Craig, D. (2001, c) The QUAT handbook, Westbury Homes Ltd, Cheltenham. 
Craig, D. (2001, d) A review of environmental factors affecting the speculative 
house-building industry, Engineering Doctorate portfolio submission, 
Department of Engineering, University of Warwick, England. 
102 
Craig, D. and Roy, R. (2001) Developing a customer-service culture in the 
speculative house-building industry, paper submitted to Total Quality 
Management, Sheffield, March 2001. 
Cronin, J. J., Jr. & Taylor, S. A. (1992) Measuring service quality: a re- 
examination and extension, Journal of Marketing, 56(3), 55-68 
Cronin, J. J., Jr. & Taylor, S. A. (1994) SERVPERF versus SERVQUAL: 
reconciling performance-based and perception-minus-expectations measurement 
of service quality, Journal of Marketing, 58(1), 125-131 
Crosby, P. B. (1979) Quality is Free: The Art of Making Quality Certain, 
McGraw-Hill, New York. 
Cummins, T. G. and Worley, C. G. (1993) Organisational Development and 
Change, 5th ed. West Publishing 
DETR, (1998) Planning for the communities of the future, DETR, London 
Deming, W. E. (1986) Out Of The Crisis, Cambridge University Press, 
Cambridge. 
DTI, (2001) The State of the Construction Industry Report, Department of Trade 
and Industry, April, Iss. 11 
Dixon, J., Nanni, A. J. & Volluran, T. E. (1990) The New Performance 
Challenge: Measuring Operations for World-Class Competition, (Homewood, IL, 
Irwin). 
103 
Djupvik, H. & Eilertsen, D. (1993) Customer satisfaction monitoring to 
understand the market - Norwegian Telecom -a case study, In: The Many Faces 
of Quality Now and in Future - 46th ESOMAR Marketing Research Congress, 
Copenhagen, 12-15 Sep, (Amsterdam, ESOMAR), 359-383 
Dotun, A. and Kehuo, D. (1998) An evaluation of quality culture problems in 
UK companies, International Journal of Quality Science, Vol. 3, No. 3,275-286 
Duboff, R. H. and Heaton, C. (1999) Employee loyalty a link to valuable growth, 
Strategy & Leadership, Jan/Feb, 8-13 
Earl, M. and Khan, B. (1994) How new is business process redesign? European 
Management Journal, Vol. 12, No. 1,20-30 
Edwards, C. and Peppard, J. (1994) Forging the link between business strategy 
and business re-engineering, European Management Journal, Vol. 12 No. 4, 
December, 407-16 
Egan, J. (1998) Rethinking Construction - The Report of the Construction Task 
Force, DETR, London. 
Epstein, M. J. & Manzoni, J. F. (1997) The balanced scorecard and tableau de 
bord: A global perspective on translating strategy into action, Working paper 
97/82/AC/SM, INSEAD, France. 
Eskildsen, J. K. and Nussler, M. L. (2000) The managerial drivers of employee 
satisfaction and loyalty, Total Quality Management; Abingdon; 11(4-6), S581- 
S588 
Forrest, R. and Murie, A. (1994) Home-ownership in recession, Housing Studies, 
9,55-74 
104 
Gaze, C, P. (1999) Learning from manufacturing industry in the development of 
a customer focused house-building sector, M. Sc. Thesis, University of Warwick. 
Gilmore, W. S. and Camillus, J. C. (1996) Do your planning processes meet the 
reality test?, Long Range Planning, Vol. 29 No. 6,869-879 
Glass, N. (1994) Housing and national economy: The second Harry Simpson 
Memorial Library Lecture, University of Westminster, London. 
Goodman, J. A., Bargatze, G. F. and Grimm, C. (1994) The key problem with 
TQM, Quality Progress, Jan., 45-48 
Gore, A. (1997) Serving the American public: Best practices in performance 
measurement, National Performance Review Benchmarking Study Report, USA. 
HBF (1998) Housing Market Report, 69, January, House-builders Federation, 
London. 
Grönross, C. (1993) Toward a third phase in service quality research: challenges 
and future directions. In: T. A. Swartz, D. E. Bowen and S. W. Brown (Eds. ) 
Advances in Service Marketing and Management: Research and Practice, Vol. 2 
(Greenwich, CT, JAI Press), 49-64 
Gryna, F. M., (1981) Quality Circles: A team approach to problem solving, 
AMA research study, New York 
Hakes, C. (1996) The Corporate Self Assessment Handbook For Measuring 
Excellence, 3`d edition, Chapman & Hall, London. 
Hall, D. and S. Haslam, (1992) How to achieve - and measure customer delight, 
Business Marketing Digest, Vol. 17 No. 4, fourth quarter, 17-20 
105 
Halstead, D. C. D. and Cooper M. B. (1993), Product warranties and post- 
purchase service (A model of consumer satisfaction with complaint resolution), 
Journal of Marketing Services, 7(1), 33-40 
Hammer, M. (1990) Re-engineering work: don't automate, obliterate, Harvard 
Business Review, July/August, Vol. 68, Iss. 1,104-112 
Hammer, M. and Champy, J. (1993) Re-engineering The Corporation: A 
manifesto for business revolution, Harper Business, New York. 
Handy, C. (1986) Understanding Organisations, 2nd edition, Penguin, 
Harmondsworth. 
Hart, C. W. L., Heskett, J. L. and Sasser, W. E. (1990) The profitable art of 
service recovery, Harvard Business Review, July - August, 148-155 
Heskett., J., Jones, T., Loveman, G., Sasser, E. and Schlesinger, L. (1994) 
Putting the service profit chain to work, Harvard Business Review, March-April, 
164-174 
Hill, N. (1996) Handbook of Customer Satisfaction Measurement, (Aldershot, 
Gower). 
Housing Forum (2000) First national customer satisfaction survey: key findings, 
Housing Forum, London. 
Jacques, M. L. (1996) Fifty years of quality: An anniversary perspective, The 
TQM Magazine, MCB University Press, Vol. 8, No. 4,5-16 
Johansson, H. J., McHugh, P., Pendlebury, J. A., Wheeler III, W. A. (1993) 
Business Process Re-engineering: Breakpoint strategies for market dominance, 
John Wiley & Sons. 
106 
Joiner, B. L. (1994) Fourth generation management: the new business 
consciousness, McGraw-Hill, London. 
Kaplan, R. S. & Norton, D. P. (1992) The balanced scorecard - Measures that 
drive performance, Harvard Business Review, Jan. -Feb., 71-79 
Kaplan, R. S. & Norton, D. P. (1993) Putting the balanced scorecard to work, 
Harvard Business Review, Sept. - Oct., 135-142 
Kaplan, R. S. & Norton; D. P. (1996a) Using the balanced scorecard as a 
strategic management system, Harvard Business Review, January- February, 75- 
85 
Kaplan, R. S. & Norton, D. P. (1996b) The Balanced Scorecard, HBS Press. 
Kappelmann, L. & Prybutok, V. (1995) Empowerment, motivation, training and 
TQM programme implementation success, Total Quality Management, 
May/June, 12-15 
Keirl, C. & Mitchell, P. (1990) How to measure industrial service quality, 
Industrial Marketing Digest, 75(1), 33-46 
Kettinger, W., Teng., J. and Guha, S. (1997) Business process change: a study of 
methodologies, techniques and tools, MIS Quarterly, March, 55-80 
Kondo, Y. (1998) Hoshin Kanri -a participative way of quality management in 
Japan, The TQM Magazine, Vol. 10, No. 6,425-431 
Kristensen, K., Martensen, A. & Grenholdt, L. (1999) Measuring the impact of 
buying behaviour on customer satisfaction, Total Quality Management, 10(4), 
602-614 
Labovitz, G. a nd Rosansky, V. (1997) The Power of Alignment, John Wiley & 
Sons Inc., New York. 
107 
Latham, M. (1994) Constructing the Team, HMSO, London. 
Lee, R. G. and Dale, B. G. (1998) Policy Deployment: an examination of the 
theory, International Journal of Quality and Reliability Management, Vol. 15, 
No. 5,520-540 
Lele, M. M. and Sheth, J. D. (1988), The four fundamentals of customer 
satisfaction, Business Marketing, 73, June, 80-92 
Maclennan, D. (1994) A'Competitive U. K. Economy: The Challenges for 
Housing Policy, Joseph Rowntree Foundation, York. 
Marquardt, M. & Reynolds, A. (1994) The Global Learning Organisation: 
Gaining Competitive Advantage through Continuous Learning, Irwin, New 
York. 
Mendelowitz, A. I. (1991) Management practices - US Companies Improve 
Performance through Quality Efforts, Report to the Hon. Donald Ritter - House 
of Representatives, United States General Accounting Office, Washington DC 
Mitchell, V. W. (1993) Handling consumer complaint information: why and 
how?, Management Decision, 31(3), 21-28 
Miles, J. (1996) Where is the Henry Ford of future housing systems? Royal 
Academy of Engineering, May. 
Mohrman, S. A; Lawler, E. E. and Ledford, G. E. (1996) Do employee 
involvement and TQM programmes work?, Journal For Quality and 
Participation, Jan/Feb, 6-10 
Mulligan, P., Hatten, K. and Miller, J. (1996) From issue based planning to 
Hoshin: different styles for different situations, Long Range Planning, Vol. 29, 
No. 4,473-84 
108 
NHBC (1997) NOP Homebuyer Satisfaction Survey Report, National House- 
builders' Council, October, Amersham UK. 
Nykodym, N., Simonetti, J. L., Nielsen, W. R. and Welling, B. (1994), 
"Employee empowerment, Empowerment in Organisations; Vol. 2, Iss. 3,45-55. 
Oakland, J. S. (1989) Total Quality Management, Butterworth Heinemann, 
Oxford. 
Oliver, R. L. (1977) Effect of expectation and disconfirmation on post exposure 
product evaluation: an alternative interpretation, Journal of Applied Psychology, 
62 (August), 480-486 
Oliver, R. L. (1980) A cognitive model of the antecedents and consequences of 
satisfaction decisions, Journal of Marketing Research, 17 (November), 460-469 
Oliver, R. L. (1981) Measurement and evaluation of satisfaction process in retail 
settings, Journal of Retailing, 57 (Fall), 25-48 
Oliver, Richard L., (1996) Satisfaction: A Behavioural Perspective on the 
Consumer, McGraw-Hill. 
Parasuraman, A., Zeithaml, V. A. & Berry, L. L. (1988), SERVQUAL: a 
multiple-item scale for measuring consumer perceptions of service quality, 
Journal of Retailing, 64(1), 12-40 
Parasuraman, A., Zeithaml, V. A. & Berry, L. L. (1991) Refinement and 
reassessment of the SERVQUAL scale, Journal of Retailing, 67(4), 420-450 
Parasuraman, A., Zeithaml, V. A. & Berry, L. L. (1993) More on improving 
service quality measurement, Journal of Retailing, 69(1), 140-145 
109 
Parasuraman, A., Zeithaml, V. A. & Berry, L. L. (1994) Reassessment of 
expectations as a comparison standard in measuring service quality: implications 
for further research, Journal of Marketing, 58(1), 111-124 
Patullo, E. (2001) KN45031: Housebuilding September 2001, Key Note Reports, 
Bonnier Business Information 
Peter, J. P., Gilbert, A. C. Jr. & Brown, T. J. (1993) Caution in the use of 
r 
difference scores as measures of marketing constructs, Journal of Consumer 
Research, 19 (March), 655-662 
Peters, T. J. and Waterman, R. H. (1995) In Search Of Excellence: lessons from 
America's best run companies, Harper Collins, London. 
Porter, L. and Tanner, S. (1996) Assessing Business Excellence, Butterworth 
Heineman, Oxford. 
Robinson, R. (1994) Goal deployment: getting everyone aiming at the same 
target, Tapping the Network Journal, Vol. 5, No. 3,8-11 
Ross, J. E. (1994) Total Quality Management, Cogan Page, London. 
Rust R T. and Stewart, G. L. (1996) "The satisfaction and retention of frontline 
employees A customer satisfaction measurement approach, International Journal 
of Service Industry Management, 7(5), 62-80 
Senge, P. M. (1992) Building learning organisations, The Journal for Quality and 
Participation, Cincinnati, Vol. 15, Iss. 2,30-42 
Senge, P. M. (1997) The Fifth Discipline: The Art & Practice of The Learning 
Organisation, Century Business, London. 
Shores, P. R. (1987) Survival of the fittest, ASQC, Quality Press, Milwaukee, 
WI. 
110 
Smit, J. (1999) Simply the best, Building Homes, December, 16-18 
TARP, (1982) Measuring the Grapevine - Consumer Response and Word-of- 
Mouth, a report written for the Coca-Cola Co., Atlanta, USA. 
TARP (1995) TARP's Approach to Customer Driven quality: Moving form 
Measuring to Managing Customer Satisfaction, Working Paper. 
Teas, R. K. (1994) Expectations as a comparison standard in measuring service 
quality: an assessment of a reassessment, Journal of Marketing, 58 (1), 132-139 
Tse, D. K. & Wilton, P. C. (1988) Models of consumer satisfaction formation: an 
extension, Journal of Marketing Research, 25,204-212 
Van der Wiele, A., Williams, A. R. T., Dale, B. G., Carter, G., Kolb, F., Luzon, 
D. M., Schmidt, A., Wallace, M. (1996) Self-assessment: A study of progress in 
Europe's leading organisations in quality management practices, International 
Journal of Quality and Reliability Management, MCB University Press, Vol. 13, 
No. 1,84-104 
Weimerskirch, G. (1998), "Total Quality Management, 2nd ed., John Wiley & 
Sons inc. 
Witcher, B. J and Butterworth R. (1997) Hoshin Kann: A preliminary overview, 
Total Quality Management Vol. 8, S319 - S323 
Wonnacott, T. H. & Wonnacott, R. J. (1981) Regression: A Second Course in 
Statistics, Wiley, New York. 
111 
Appendix A: Customer Satisfaction Index Project 
Planning 
A-1 
N 
. 
o . . . 
ý" 
v 0 
. 
" 
........... ........................................ .......... .......... .......... .......... .......... .......... .......... .......... .......... .......... 
... ... 
N 
Cl, 
' 
ao: 
T 
!9 
3 
Q ' 
'ý+ý "- " . 
7 
. ` 
.. " ......................... ........ .......... ..... "..... ......... ... -...... 
........... ......... .... "..... ...... -.... .......... ..... .. ........ 
.. . 
~ T 
oý ý . 
" 
» A 
" 
C), N " 
00 
ý " 
F' 
. p, ý  c 4 ý 
, 
d, ' " . 
6- 
M"" 10 - a e or 
: . ._ "" 'ý .. 
e ý " -ý °' ' . . ` - .. w. .. " . .ý " . ý-  " . ý . .. ". 
................... .... .................... .. ýe.. _ ..... ....... o, .. .. 
a.... ..... .. ........ .. ...... .... .......... .................. 
or ý U.. o. " i 
. " 
. . ` ý. 1 . - ... '' _ ._ ý. ý. ý-. " .,. " oe 
_ 
e c. _ .: 
ý" 
. " CJ 
J3 .. " 
DO% C 
. " ý ýý. 
" _ 
(ý "Tý. 
O. 
b - 
co 
' C -- " 
ý'i 
... .« .......... _.. «».. . ........ ... ....... .......... .......... ........ .. .......... 
.......... ........... ......... .......... ..... .............. 
, _". 
. 
. 
ý 
, 
.. 
T 
.t 
". 
Z . 
" Ö 
. », . .. .ý 
i 
1 
I 
.ý " 
ý 
_ ý 
ý m 
k 
g ý . 
"ý " 
ä' 
! 
ý 
c 
"' " .ý' ." 0 ý -8,., .: IL " C. ý ý.. 
0 1 t 1 
L 
9 
I i 
. 
i t L . N 
i 
. , . 
Ö: 
. 
E 
-s 
F n , Z. ý ý ý ý. ý ý ý. (ý . T ý" 
L 
a 
I 
I . ý 
_ ý 
ý f+"ý ý 
«":. 
' ö ý -Z,, c ! I 
. 
ý ý 
* R I Q ý N N d" a' , td " to w 3 'g 
z 9: -. ä U IX LL ä 
. %e , ", w ä. ý 
' ý . 
N /7 'rt . W m A 00 
O/ C T q- lv-- CV iv- rf " IT- ý iv- b" III- m - T T T 
I 
r 
E IL 
EN 
7a 
ýýý 
. 319 CO- 
a 
'$.. 
ý 
0 
to: . ý 9 -9' am 
ýa iiJ. 
ý.. 
An L-. 
x. 'ý 
ý 
_ý, . 
ý". 
ý"ý. 
) ý.. " 
ýýN. 
U, T 
n 
02 Oa 
w V- 
ý 01, ý T 
I- 
ý 
..................................... 
V: 
ö. +. 
"ý . ý.. Qp . S`F 
............................... 
................................. 
I- 
o. . 
ýQL 
ýýý 
m 
41 -W ul do 
ý 
I 
; 
m: 
i" 
!! I°; 
ý ý. 'I C' 
i. 
.I C) 
ý. 
.. ý . ý. ýý 
.. 
ý ý 
v' A ý., ý e" 
I' 
z' 
ý E. 
E 
uk.. 
Ad I CL - W- 
ix a 
's U 
.O. :C 
`"ä0 EN0: 
aý " 
~ !R 
EI 
f.. 
ý 
p. 
CL a CL" CL 
*9 -9 ,T 
ýä0 ýý. 
tA 
A f- 
.Y N 
ý ý. I"" C:. 
1.1L 
ý. . 
ý 
. 
F- C) aý U) 
C-2 C* QNN. pN 
tl. a 
tl 
O 
~ 
O W W 
Vý 
O 
0 
O 
0 
1Ll 
I- 
b 
I- cr 
O 
Ö 
O O 
Cp 
Y 
W 
N 
m 
r r 
ý r" 
V E 
r 
l7 
r " ý! 
0 
D> 
42, 
"Q 
Q 
o 
ý 
' w w w s. w +. + ý W w 
In 
aj 
to " 
W 
_: W . 
Ä N 
ýN(ýjj I r - ýVýpp 4 
a 
ý .. . e 
ý N " ý 
W W 
p 
m 
r 
W W 
O ý 
cat 
r 
tl 
U- 
R 
'a 
t0 
Opýý 
W tt W 
W 
. " 
" 
ý 
. OS 
r 
. 
IQ 
CY 
ý "" 
" 
C ý Q% p p ug 
+pp CD ý V 
O ` Qj 
` 
O 
ýO . . 
L 
ý " 
:: 
j 
O . ýi w ' ý ä w 
. N .Q COL 
m m 
N et 
I* 
co a 
v 
L' äý "- . 
r 
w w 
ý 
, ý,,, 
. °' ý 
. 
"" ý .. ý 
w " 
O 
_ co 
ä 
i5 ä 
I ` Z ; 
_ " 
m ": . m 
, m " N _ l7 YJ 
7 
W W 
ý ' 
. 
c 
3 '" . 
. . . 
co " v 
ý ' " 
ým"- 
' M 
. , 
" 
ý 
. 
p O 
to 
g ý. 
W 
co ti 
"- 
ti 
p o 
C4 
to 
ý 
Q . c 
o 
ý 
., 
C0 
'ýi L 
c 
{ 
o It o o R " 
Z a: w S .1 ä i : i2 . 
C O S 
ý 
o 
N 
tl 
N m ý ý VV U 4 
E 
U " Q ý " ý 
E E 
IZ N 
E 
m 6 m 
7 
U 
ý l 
i lic 
" a N LL N CO .. 
m. 
1 
-4 , 
Appendix B: Customer Information System Defect Code 
Hierarchy 
B-1 
report: CS45 Central Date 
nage: 1 Customer Relations - Problem Codes Report Time 
Problem Code: BP - Bathrooms & Domestic Plumbing 
SEQ TYPE OPT DESCRIPTION 
P BP1 Brassware - Taps & Plugs 
P. BP2 Shower Doors 
P BP3 Sanitaryware 
P BP4 Shower Equipment 
P BP5 Leaks 
P BP6 Water Supply & Pressure Issues 
P BP7 Bath Panels 
P BP8 Overflow/Wastes 
P' BP9 Sundry Bathroom/Plumbing 
P BP10 Kitchen/Utility Sink- 
P BP11 Bathroom Taps 
P BP12 Kitchen Taps 
P BP13 Shower Trays 
P BP14 Pipework Sizing 
P BP15 Bath Seals 
problem Code: CH - Central Heating 
SEQ TYPE OPT DESCRIPTION 
P CH1 Leaking Radiators 
P CH2. Room Thermostat 
P CH3. Cylinder 
P CH4 Immersion Heater 
P CH5 Fumes 
P CHG Boiler 
P CH7 Misc Central Heating Problems 
P CH8 Cylinder Overflow 
P CH9 Programmer 
P CH10 Kick Space Heater 
1roblem Code : CJ - Carpentry & Joinery 
SEQ TYPE OPT DESCRIPTION 
P CJ1 Staircase Issues 
P CJ2 Carpentry - Fitting 
P CJ3 Carpentry - Warping 
P CJ4 Door Linings/Architraves 
P CJ5 French Doors 
P CJ6 Internal Doors 
P CJ7 Wardrobes 
P CJ8 Skirtings 
P CJ9 Kitchen Units 
P CJ10 Kitchen Utility Room Design 
P CJ11 Kitchen Worktops 
P CJ12 Sundry Door Problems 
P CJ13 Door Furniture 
P CJ14 Loft Hatch 
. roblem 
Code: CM - Chimneys 
SEQ TYPE OPT DESCRIPTION' 
P CM1 Flues 
Sý . 
Yt. 
," Y, " 
Y. 
Y' 
I' Y 
Yj 
;4 
y" 
y'. 
y,;. 
Y' 
Yý 
Y ý. 
, ý. 
ýý. 
A ý.. 
Y" 
Y ,. 
Y.. 
Y ;. 
Y 
Y,. 
v 
Y. 
Nr 
Y 
Y. 
Y. 
Y' 
Al, 
Y 
ý 
Report: CS45 
Page: 2 
Problem Code: ES 
Problem Code: EW 
Central Date 
Customer Relations - Problem Codes Report 
SEQ TYPE OPT 
P CM2 
DESCRIPTION 
Chimneys General 
- External Services & Utilities 
SEQ TYPE OPT 
P ES1 
P ES2 
P ES3 
P ES4 
DESCRIPTION 
Inspection Chamber 
Manhole Covers 
Blocked Drains 
Sinking Drain 
- External Walls 
SEQ TYPE OPT 
P EW1 
P EW2 
P EW3 
P EW4 
P EW5 
P EW6 
P EW7 
Time 
DESCRIPTION 
Brickwork, Cracks & Pointing 
Damp Exterior Wall 
Misc. External 
External Facias/Tudor Boarding 
Render 
External Paintwork 
Mould Exterior Wall 
Problem Code: FF - Floors & Floorboards 
SEQ TYPE OPT DESCRIPTION 
P FF1 Ground Floor - Solid 
P FF2 First Floor - Timber 
Problem Code: GA - Garages 
SEQ TYPE OPT 
P GA1 
P GA2 
P GA3 
P GA4 
P GA5 
P GA6 
Problem Code: HP 
DESCRIPTION 
Up and Over Doors 
Garage - Back Door 
Garage - Floor 
External Walls 
Roof 
Sundry Garage Issues 
- Homeplus/Incentives 
SEQ TYPE OPT 
P HP1 
P HP2 
P HP3 
P HP4 
P HP5 
P HP6 
P HP7 
P HP8 
DESCRIPTION 
Fireplaces 
Vinyl Flooring 
Curtains. 
Carpeting 
Floor Tiling 
Lighting 
Electrical 
Plumbing 
Problem Code: IF - Internal Finishing 
SEQ TYPE OPT DESCRIPTION 
P IF1 Tiling/Grouting 
deport: CS45 
Page: 3 
Problem Code: IR 
Problem Code: IS 
Problem Code: MAIN 
Central 
Customer Relations - Problem Codes Report 
SEQ TYPE OPT DESCRIPTION 
p IF2 Painting & Decorating 
p IF3 Sealant Faults 
- Ironmongery 
SEQ TYPE OPT DESCRIPTION 
p IR1 Tarnished 
- Utilities & Internal Services 
Date 
Time 
SEQ TYPE' OPT DESCRIPTION 
p IS1 Water 
P IS2 Electricity 
p IS3 Natural Gas & LPG 
P IS4 Alarms & Door Bells 
P IS5 Meter Boxes 
P IS6 Remove Electric Fire 
P IS7 Lights 
P IS8 Sockets, Fuses & Supply 
P IS9 GPO Sockets/Cabling/TV Aerials 
P IS10 Extractor Fans 
P IS11 Sundry Issues 
- Problem Areas 
SEQ TYPE OPT 
MENU " EW 
MENU RO 
MENU WD 
MENU FF 
MENU WC 
MENU CJ 
MENU IF 
MENU IS 
MENU BP 
MENU CH 
MENU WG 
MENU XT 
MENU GA 
MENU ES 
MENU HP 
MENU WI 
MENU MS 
MENU IR 
MENU CM 
Problem-Code: MS - Miscellaneous 
SEQ TYPE OPT 
P MS1 
P MS2 
P MS3 
P MS4 
DE. SCRI PTION 
External Walls 
Roofing 
External Windows & Doors 
Floors & Floorboards 
Internal Walls & Ceilings 
Carpentry & Joinery. 
Internal Finishing 
Utilities & Internal Services 
Bathrooms & Domestic Plumbing 
Central Heating 
White Goods 
Externals 
Garages 
External Services & Utilities 
Homeplus/Incentives 
Water Ingress 
Miscellaneous 
Ironmongery 
Chimneys 
DESCRIPTION 
Visit Required 
Missing Keys 
Cleanliness 
Compensation 
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Problem Code: RO 
Problem Code: WC 
Problem Code: WD 
Problem Code : WG 
Central 
Customer Relations - Problem Codes Report 
SEQ TYPE OPT 
P MS5 
P MS6 
P MS7 
P MS9 
DESCRIPTION 
Query 
Sundries 
Reimbursement for Incent. Pay 
Infestation 
- Roofing 
SEQ TYPE OPT 
P ROl 
P R02 
P R03 
P R04 
P R05 
DESCRIPTION 
Tiles/Ridges 
Guttering & Drainpipes 
Flashing 
Sundry Roofing Issues 
Insulation 
- Internal Walls & Ceilings 
SEQ TYPE OPT 
P WC1 
P WC2 
P WC3 
P WC4 
P WC5 
P WC6 
p WC7 
DESCRIPTION 
Alignment 
Artex 
Plastering Other 
Shrinkage & Cracks 
Blown Tapes 
Damp Interior Wall 
Mould Interior Wall 
- External Windows & Doors 
SEQ TYPE OPT 
P WD1 
P WD2 
P WD3 
P WD4 
P WD5 
P WDG 
P WD7 
P WD8 
p WD9 
p WD10 
p WD11 
P WD12 
DESCRIPTION 
Fitting 
Mechanism Issues 
Frame 
Glazing Scratched/Cracked 
Damage 
Patio Doors - Sundry Problems 
Window Sundry 
Vent Issues 
Timber Windows 
Front Door - Problems 
Back Door - Problems 
Ironmongery External 
- White Goods 
SEQ TYPE OPT 
P WH1 
P WH2 
DESCRIPTION 
Oven & Hob 
Other Appliances 
problem Code: WI - Water 
Ingress 
SEQ TYPE OPT 
P WI1 
P W12 
P W13 
DESCRIPTION 
Roof 
Chimneys 
Garage 
Date 
Time 
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Central 
Customer Relations - Problem Codes Report 
SEQ TYPE OPT 
P W14 
P WI5 
DESCRIPTION 
Windows 
Walls 
Problem Code: XT - Externals 
SEQ TYPE OPT 
P XT1 
P XT2 
P XT3 
P XT4 
P XT5 
P XT6 
P XT7 
P XT8 
P XT9 
P XT10 
P XT11 
XT12 
P XT13 
P XT14 
P XT15 
DESCRIPTION 
Fences & Gates 
Landscaping 
Drives & Driveways 
External Tap 
Patio & Paths 
Outside Lights 
Air Vent Damage 
Porch 
Sundry Issues 
Estate Completion Issues-' 
Drainage Drives 
Conservatories 
Poor Drainage Garden 
Storm Damage 
Open Space 
Appendix C: Process Mapping Pro-Forma 
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Appendix D: Pre-Development Planning Schedule 
(PDPS) 
D-1 
DEPT CYCLE oi., e. or OATES DUE ACTL DU EA DUE ACTT. OUE AC71 DUE ACM DUE 
ise of an rc ase Ady 
i ere2eJ s 
Meet mg, anendec! Irf. nit 
ABM & ASM 
ni n co p ncW) 20 
Z 
I Di redon rcuIon: D yy 
ASM Er ABM 
b 
me eetin in 
re-chtu in on lyl 
Layout 
n au n on 
si 
=PR and n 
si i an 
-cation meeting with planners 
ynm icahon 
to assess sianatim irements 
for silo sf Pam 
nib nation 
- ioV'Cominq Soon' Boards Tff-T-monc 
19 Safes of er Fi 
Site Services -cation 
1 
to identity i rsonn 
22 Uty to day me ui ramme r C"c" 73M R 
. sa Is Sales in sitio an 
an meet- - to be hold on site - ec m 
ui Direction 5 Suggested a 2 1 
6 Showhornes/Sales Cabin 
c 6den1 of Siteworla i. e. phasing 
aan 
27 Tender Process ABM to advise of any o6nonrwls 
-. ` a 
60 Day programme issued - B WKl 
) 6l Conhacbn Identified Far inclusion B/C WKl l 
l 
cl Tender Process Startedd/Podfol"io issued D WK12 
dl Tenders Received C WK14 
e Contractor inled 8C WK15 
28 Full Buil 'n Ilion licdion D WK12 
29 Sib Services 'c s' iss D WK12' 
colex meek 30 Showhorne BS WKl3 
31 ABM to initiate S fe sit i. e. Site Office elfare/Fencin etc. B WK14 
32 Sle Project and mM File issued 8 WKl4 
R- 
33 O car Racommen "on D KI 
34 P Pricin $ WK1 
35 Sitewo fics Po io i in si "cdion issue D KI 
36 How Co ex P Ia issued D Kl 
37 ASM to ace order Site Plan Brochure S WK) 
38 Pia-construction meet- to tins D Wit 
9 Sales Cabin Groundworks and i orders placed 5 K1 
40 Planning Consent issued anti S1 06 co ff- Wit 
Yui 'n afar ion circu Pro- Notlated l5 on 
nli "e an infed 42 Interior si S KI 
43 Order Sales Centre IDS "S ss ex S W Kl 
44 Section 38 and 104 Applications made D W118 
45 P annin tics circulated D 1 
46 ABM to advise lecd rtrsidents of potential disruptions B WKl S 21 
47 Regional Board stud roval and EPS 97 B WK18 21 
48 Site Services meeting D WK 18 36 
49 Pre-start meet- held base B WK1 B 21 
" Tem ra site preliminaries established B WK19 22 
Boundaries secured B WK19 22 
Demolition completed 9 qp 
53 Site remedilion completed B s" 
54 Castings rtfolio issued C WK15 18 
S WZMAEU 
55 Site start (Fully remediated site) B WK19 22 
56 Siteworks - Phase I (establish link to protiodion areas) 8 WK22 25 
57 Permanent site prelims established B WK22 25 
58 Sales Centre in position S yy 
59 Conditions Discharged D WK23 26 
60 Kitchen/Sanity Wall/Tfk choices to ABM S WK23 26 
61 Orders placeJ for Site Sales Set u S WK23 26 
62 Technical Approval D WK24 27 
63 Housetype Brochures checked / PMA Stomped D WK27 30 
64 Showlwme opening event planned S WK28 E 4"M. ý; 
65 Saks prices released PS 98) D WK29 32 
66 Sales Cabin removed and area re-instated S WK31 34 
67 Showhome service connections D WK32 35 
68 IDS to (it out Sales Office S WK33 38 
ConFormi of Soles Office and si na checked S WK34 37 
ABM and ASM to snag Showhome (Stage 8) B 
E7O 
/5 WK34 37 
Sales Complex Handover From Build- 5 WK35 " $:: + >; 
72 Interior Desk Hers merchandisin 5 WK35 38 
73 Remaining Site si5nage eroded S WK35 38 
74 ABM & ASM review Showfwmes prior toopening B /S WK35 a;; 38r.. ?!. Ir 
P AS 
Drs Sho ome Review imcto ALL WK3 38 
76 S Ouse opening 
77 First CASH IN 
5 
S 
6,., 
,: " 
39c-, cj 5x 
WK 
78 S38 104 reements in ace D 47 
41 
WK47 50 
Circalion : g. Din's, Snr. Mgrs 
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NOTES FOR PDPS IN USE 
PRE-DEVELOPMENT PLANNING SCHEDULE IN PRACTICE 
" The schedule is intended- to 6e the fore-runner of an integrated 'phase claiming' 
system similar to the production planning system (stage claiming). 
" There is one PDPS For each Area Team (approx 3 per Region). 
" The site names within the area are entered into a 
61ank-column when identified (can 
be pre-acquisition). 
" The managers within the Area Team review the due dates (using the standard cycle 
as a guide but taking account of the site idiosyncrasies). 
" The schedule is circulated as shown on a monthly basis (minimum) or when a new site 
is added. 
"A person within the area team is nominated as the 'chaser' and the same person then 
takes ownership of the 'exception' reporting to the Board. 
" As actual dates are hit they are.. entered into the column alongside the task due date. 
" As each task is completed the due/actual dates are then coded green. 
" if a due date is missed the due/actual 
dates are coded red. 
" The rest of the dates in the column are reviewed and if the delay causes a knock-on- 
effect to tasks down the column the cells affected are coded amber as an alert. 
" The person nominated to monitor the schedule attends a monthly Board meeting and 
discusses the implication of-the 'exceptions'. 
" The Regional Board review it's plans for the site and initiates corrective action or 
revises the plan. 
" The Regional Board review the implications and identify contingency opportunities. 
" The revised actions are communicated to all concerned. 
" The Regional Board may wish to revise the plan 
for the site comprehensively - suggest 
once per quarter (Wk 12) for following quarters budget. 
f 
a 
Appendix E: PIW Review Questionnaire 
E-1 
Process Improvement Workshop Review 
Dear 
Re: Process Improvement Workshop Trials 
You will recall throughout the past year, along with your colleagues, you took part 
in a series of Process Improvement Workshops. As was explained at the time, you 
were the first group to take part in these workshops. Your cooperation was an 
important factor in helping me evaluate the effectiveness of this approach in 
helping to improve the ability of all involved to deliver improved service. 
An important part of any trial is to monitor its performance and then review 
performance before considering widescale adoption (PLAN-DO-CHECK-ACT! ). To 
help me in this assessment,! would be grateful if you would complete the attached 
questionnaire and return it to me via Andrew Searle by Friday. 29th June 2001. 
Your answers will help me decide whether or not changes are required to the 
structure or content of the woorkshops and whether or not the Process 
Improvement Workshop would benefit other teams throughout the Group. 
I hope you found the exercise useful. Thank you for your continued cooperation 
David Craig 
Group Quality Manager 
(enc) 
Process Improvement Workshop Review 
Please consider the following statements and indicate how strongly you agree or 
dissagree in each case.. 
The Process Improvement workshop 
helped to... 
1. Improve your understanding 
of the role you play in the 
whole 'site support process' 
2. Improve you to understanding 
which internal customers rely 
upon your work 
3. Identify specific customer 
needs. 
4. Highlight the impact that your 
work has on the ability of 
internal customers to perform 
their own tasks 
5. Fully understand the whole 
'site support process' 
6. Identify specific priorities for 
improvement 
7. Gather all available facts 
before acting 
8. Identify the true cause(s) of 
particular problems 
9. Conduct and evaluate trials 
before considering full 
implementation 
10. Improve your personal and 
team performance 
Strongly 
disagree Disagree 
Neither 
agree 
nor 
disagree 
Agree Strongly 
agree 
1 1. Improve personal motivation 
Process Improvement Workshop Review 
Process Improvement Planning Sheets 
At the end of the second workshop and during following activities you were asked 
to complete Process Improvement Planning sheets for each task. 
How effective were these sheets.. 
1. In helping you to clarify task 
objectives 
2. In helping to agree specific 
targets (ie how much and by 
when) 
3. In ensuring everyone 
understood how the target 
would be achieved (the 
means/methods) 
4. In identifying what control 
data would be used to 
monitor trials 
5. In establishing clearly 
identified Owners for each 
task 
1. Do you think that the Process 
Improvement Workshop would 
be of benefit to the whole 
Company 
Completely 
ineffective Inneffective 
Niether 
effective or 
inneffective 
Partly 
effective 
Very 
effective 
Definitely not Probably not Probably Definately 
t 
Process Improvement Workshop Review 
Please indicate wether you 
feel there needs to be more or 
less of each element below. 
Please add any comments you 
wish to make (use the back 
sheet if you need more space). 
1. Overal duration of the 
workshop series 
2. Excercises conducted in 
preparation for each 
workshop 
3. Exercises conducted during 
the workshop 
4. Materials supplied for use 
during the workshops and 
pre-workshop exercises 
(forms, questionnaires, 
guidance) 
5. Materials supplied for 
reference following 
completion of the workshops 
6. Theoretical elements 
" Joiner Triangle 
" PLAN-DO-STUDY-ACT cycle 
" Problem solving techniques 
7. Support throughout the 
workshop 
Less OK More Comments 
8. Ongoing support 
